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CHAPTER I 
INTRODUCTION 
This thesis will examine the nature and value of conscious 
morale building programs and will consider the ways in which 
these programs may be applied to personnel in education. Be-
cause research in education reveals no title completely devoted 
to a comprehensive morale building program, the authors turned 
to studies of big business and industrial practices which were 
known to exist. In order to provide a proper understanding of 
the conditions which required business and industry to give 
great attention to the problem of morale building, the bibli-
ography will contain several entries dating back to the nine-
teen hundred and twenties when consideration was first con-
sciously centered by them on these areas. A parallel is im-
mediately apparent between industry, when it devoted itself to 
such things as plants, equipment, blue prints for production, 
and the like, and education, now, which is centering its atten-
tion on new buildings, modern curriculums, and equipment •. 
This study will then trace the progress of big business 
in its recognition of the human factor and will show how this 
great force was harnassed and directed as an energy greater 
than that provided by any machine. A review of interviews held 
by the authors with key personnel executives in major busin esses 
and industries will be presented to determine the success of 
-1-
the practices reviewed in the research of this thesis, when 
they are applied under actual working conditions. It will be 
suggested that similar, carefully planned morale building pro-
grams in education will produce a more enthusiastic, a more 
zealous, and a more efficient staff, which will, in turn, im-
prove the quality and the product,--here an educated citizenry. y 
The factor of morale and the problems of morale building 
are peculiar to large organizations comprised of many human 
beings working toward a common goal or tol~rd the solution of 
a common problem. The drives, the needs, the goals, and frus-
trations of a single person are multiplied as the company or 
the production process becomes more gigantic. If production 
were merely a sterile, mechanical process or if it were accom-
plished by an isolated human being, the morale factor would not 
need to be considered. The responsibility for work well done 
would be the worker's own; the importance of his work would be 
self-evident. Man began to feel a diminishing of his own im-
portance as his part in the organization was balanced against 
a multi-million dollar corporation which served the nation. y 
E. K. Hall, former Vice-President of the American Tele-
phone and Telegraph Company, said that Industry during the last 
1/E. K. Hall ttManagement's Responsibility for and Opportuni-
ties in the Personnel Job," Convention Address Series, No. 1, 
1922, p. 3. 
g/Ibid., p. 4-5. 
2 
century has taken on a new bigness which was developed on an 
' entirely new scale since steam and electricity were harnassed. 
The day has passed when the shoemaker ran a shop whose hours 
he set and whose end product he began from raw material and 
worked by hand through each stage of production. The new in-
ventions multiplied a man's productivity by many times. The 
era or big machines, big plants, big markets, and tremendous 
production was underway. Scores of new, improved, and lower 
priced products appeared on the market and an eager world waited 
to buy them. The workers iD these great industrial organiza-
tions, whose plants spread like a chain across the nation were 
materially much better off than in the days of hand craftsman-
ship. "Their diet, their clothing, their shelter, their en-
tertainment, and their ability to expand their geographic hori-
zons through travel, reached proportions that before could only 
1/ 
belong to the rich. tt-
2/ 
However,- despite these vast improvements in the worker's 
way of life, as a result of big business, something was happen-
ing to the worker. His attitudes toward his job were changing, 
indeed, there were marked signs of a loss of the old pride in 
craft and an increase of the feeling that his part in production 
1/E. K. Hall, 2£• cit., P• 6. 
g,/Henry s. Dennison, "The Need for an Applied Psychology of 
Organization, n Convention Address Series, Number 13, American 
Management Association, New York, 1922, p. 3. 
3 
was one of servitude. 
11 In view of this grO\~ing unrest, and unsatisfactory work 
production, management was forced to examine the factors whi ch 
produced these undesirable results. It found that in this 
great period of the development of machinery, the improvement 
'of process, and the development of new, big scale methods, too 
much time had been devoted to the concrete factors. The human 
factor was being neglected. The new bigness was getting in 
the way. They found that there had been built up between the 
executive and general forces, a line of immediate supervision 
. which had failed to cause proper understanding and articulat ion 
among the three major parts of the total organization, i.e., 
the executive, the supervisory, and working force. If busi-
ness pursued its way of error, the divided house would surely 
fall. Something had to be done to create a unity within the 
organization, an enthusiasm in the company, and pride in work 
well done which vrould cause a higher quality of work and steady 
production. The accomplishment of the gigantic task of so1v-
ing the human equations was turned over to the Personnel De-
partment, specifically created to humanize big business. The 
duties of this department are almost without number. Basically, 
its task is that of securing teamwork through building good 
morale. 
1/E. K. Hall, 22• £!1., p. 10. 
y 
Neal Gross, Professor of Education at Harvard University, 
in a speech before the New England School Development Council, 
called for intense research in the field of morale building in 
education. He asks eight questions which demonstrate the cru-
cial need for high morale in any organization which succeeds. 
These are hi~ queries~ 
1. "Why do some factories have high production records 
and others low production records, even though they 
are organized in an exactly similar manner and even 
though their wage rates are the same and they are 
owned by the same corporation? 
2. Why do certain organizations have high turn-over 
rates and others low turn-over rates although they 
are located in the same community and pay the same 
salaries? 
3. Why do same communities work effectively and reach 
agreements easily? Why do others work ineffectively 
and members hate to work with each other? 
4. Why do some leaders of groups do a bang-up job and 
others fail miserably? 
5. Why do some bomber crews in the airforce have high 
morale and work as an efficient unit while others 
have low morale and are extremely ineffective? 
1/Neal Gross, •tHuman Relations and the Wishes of Men," New 
England School Development Council, Spaulding House, 20 Oxford 
Street, Cambridge 38, Mass., March 20, 1953, pp. 3-5. 
6. Why, in certain organizations, do some people con-
tinually gripe and others support their co-workers 
and superiors? 
7. Why is it that instructions given to intelligent 
subordinates do not get carried out as we would 
desire? 
B. Why is it that relationships between some community 
groups are smooth and cordial and betvTeen others 
rough and hostile~' 
These questions are far reaching and strike at the very 
innards of the morale problem. Business and industry asked 
these questions a generation ago when the morale factor was 
first recognized and given its proper place in their organiza-
tional set-ups. Professor Gross speaks for education today. 
He is among the first to ask why some employees in this field 
strike the nail on the head with every blow, others only some-
times, and others never. He is very impressed with the impor-
tance of their answers as they apply to education. 
Today adlllinistrators in education cannot afford to have 
1/ 
tt •••• employees work with their brakes on.,.- Our public schools, 
2/ 
aptly called, "the great engine and arsenal of democracy,,,.- are 
too essential to the free world to risk haphazard success with 
their results. 
1/Alfred J. Lateiner, ~Techniques of Supervision, National 
Foremens Institute Inc., New London, Conn., 1954, p. 41. 
2/Neal Gross, 2£• £11., p. 1-2. 
6 
In order to achieve the desired goals of modern public 
education, administrators must place strong emphasis on a 
humanized philosophy of personnel. They must develop compre-
hensive personnel programs designed to bring satisfaction to 
the staff, unity within the system, and an enthusiasm for the 
achievement of our democratic goals. 
7 
CHAPTER II 
REVIEW OF RESEARCH ON THE 
FOUNDATIONS OF MORALE BUILDING PROGRAMS 
1. Introduction 
This chapter will review many definitions of the word 
morale in order to show its complexity, and the complexity of 
the human drives, needs, wants, and attitudes upon which high 
morale is based. It will demonstrate that morale building pro-
grams are rounded upon scientific research and not upon so-
called common sense notions. The chapter will conclude with 
a presentation of the symptoms of low morale which will exist 
whenever these scientific findings are ignored. 
2. Definitions of Morale 
It must be established at the outset that the term morale 
is a multifaceted one or enormous complexity. To choose a 
single definition and rule out all others would be an irrecon-
cilable error. Many definitions will be reviewed here; no one 
of them is meant to stand alone. These will serve, merely, as 
a frame of reference for understanding the term. It will be-
come evident that there are many intangible connotations of the 
term for which the administrator must develop a feeling, based 
on an ability to be in tune with the humans he employs, as 
well as understanding the meaning of the word through his in-
tellect. 
-8-
!I Major J. J. Donovan, First Army Corps Morale Officer, 
said, "'Morale has been described by one general officer as a 
mental state which determines, in a large measure, the degree 
of success that will be obtained. Another general officer has 
stated that without morale, material is of little value, and 
that morale is to material as three is to one." y . . 
I. L. Child has presented three descriptions of phases of 
morale, as seen from the psychologist's point of view. 
1. Individual-Organic Emphasis.-- Here the term morale 
refers to a condition of physical and emotional well-
being in the individual that makes it possible for 
him to work and live hopefully and effectively,--
feeling that he shares in the basic purposes of the 
group of which he is a member. This makes it possible 
for him to perform his tasks with energy, enthusiasm, 
and self-discipline, sustained by a conviction that, 
in spite of obstacles and conflicts, his personal and 
social ideals are worth pursuing. 
31 
2. Group Emphasis.-- Here Child refers to the conditions 
of a group where there are clear and fixed goals that 
are felt to be important and integrated with the 
ynconferences of the First corps Area Morale Officers," 
Tstenographic Report), u. s. Army Publication, Boston, May 26-
27' 194-1, p. 7. . 
gji. L. Child, uMorale: A Bibliographical Review," Psychologi-
cal Bulletin, 1941, 38:395-98. 
3/Ibid., pp. 400-405. 
9 
individual's goals. He refers to group conditions 
where there is confidence in the attainment of these 
goals; and subsequently in the means of attainment, 
in the leader, in associates and finally in one's 
self. He points out, also that when certain group 
feelings prevail, aggression and hostility are ex-
pressed against the forces frustrating the group, 
rather than toward other individuals within the 
group. 
1/ 
3. Individual Background Emphasis.-- Child- states that 
morale, here, pertains to all the factors in the in-
dividual's life that bring about hopeful and energetic 
participation on his part, so that his efforts enhance 
the effectiveness of the group in accomplishing the 
task at hand. y 
Blakenship gives us an operational point of view: 
''As the term morale is ordinarily used by the 
employeri worker, and psychologist, alike, it refers 
to a fee ing of ~ogetherness. There is a sense of 
identification with, and interest in the elements of 
one's job, working conditions, fello,., workers, super-
visors, employers, and the company. The more a worker 
possesses such feelings, the higher the morale." 
3/ 
When big business began to attach the problem of morale 
building, they erred by attempting to handle each of the many 
1/I. L. Child, 2£• cit., pp. 408-411. 
yA. B. Blakenship, nMethods of Measuring Industrial Morale,,. 
Industrial Conflict, G. w. Hartman and T. Newcomb,(eds.), The 
Cordon Co., New York, 1939, p. 299. 
3/A. H. Brayfield and F. H. Rothe, ttAn Index of Job Satisfac-
tion, n Journal of Applied Psychology, 1951, 35:1. 
10 
dimensions of the term as separate entities. Now, morale usual-
ly means an attitude of satisfaction with, desire to continue 
in, and willingness to strive for the goals of a particular 
group or organization. 
- .Y 
Arthur Morey, General Manager of the Commonwealth Steel 
Company, said that when business and industry were in the 
process of striving towards their present gigantic size, in-
dustrial relations were too much dictated by force or fear. 
The new concept of personnel relations, however, is built on 
equality, justice, and good will. American management has 
came to realize the impossibility of dealing successfully with 
large groups of employees without winning their cooperation. 
That cooperation can be gained by treating men fairly, in fact, 
treating them as men. Morey goes on to say that the zeal of 
whole-hearted and single-minded activity makes the difference 
between an organization that merely operates and one that co-
operates. That quality, that attitude, that spirit which pro-
vides unity of purpose has been referred to as morale. y 
Garrison says, ttin this day of vast industrial empires, 
division of labor, absentee ownership, and impersonal relations 
between workers and management, employee morale is becoming 
1/Arthur T. Morey? "Creating and Maintaining Morale Among Manual 
Workers,n Convent~on Address Series, No. 70, American Manage-
ment Association, New York, 1928, pp. 3~+. 
gjcarl c. Garrison, "The Workers' Morale,'" Chapter 13, in Psy-
chology in Industry, J. Stanley Gray, (Ed.) McGraw Hill co., 
New York, 1952, p. 313. · 
11 
recognized as one of the prime determiners or the success or 
failure of business enterprise ... y 
A. L. Kress, Assistant to the President of the Republic 
Aviation Corporation, said that when we talk about morale, we 
are dealing with the way people feel and think about their jobs, 
their supervisor, the company, its working conditions, its goals, 
and in short, everything that goes to make up the individual's 
place in the organizational scheme. Morale is often considered 
in terms of the degree of belongingness that the organization 
2/ 
gives its members. When a person does belong,- there is a cer-
tain feeling of intimacy and closeness. He likes to tell how 
he and his associates weathered a crisis together. He likes to 
share common experiences and build up common memories and tradi-
.tions. He insists that they have a good way or doing things. 
This is called esprit d 1corps. This feeling is readily recog-
nizable in the cheering section at a football game or in the 
common worship at a religious ceremony. Organizations, too, are 
solidified by competition and by the feeling of togetherness 
which is a part of accepting and meeting a challenge as a team. 
3. The Cammon Sense Approach to Morale Building 
Fallacy of common sense approach.-- One of the greatest 
deterrents to progress in starting morale building programs in 
1/A. L. Kress, "Morale Factors in Production," Conference Board 
Reports, No. ~' National Industrial Conference Board, Inc., 
New York, 1943, p. 3. 
g;w. w. Finlay, A. Q. Sartain, and w. M. Tate, Human Behavior 
!!!. Industry, McGraw-Hill Co., New York, 1954, p. 4-0. 
12 
education has been the fact that the stimulation of work ef-
ficiency has, too long been considered as merely a matter of 
1/ 
common sense. Dr. Gross- cites five of these notions and shows 
the fallacy of each. He states that: 
1. Many administrators have the notion that the efficient 
way to run an organization is to have detailed job operations, 
a strict chain of command kind of relationship, and close super-
vision. However, a number of research studies show that, in 
general, the lessening of pressure results in higher producti-
vity. 
2. Many administrators have erred in the belief that most 
people who participate in a given group are basically similar, 
in that they want to be members of the group for the same rea-
son. However, research has shown that the basic wishes of men 
operate toward different self-set ends. To think in terms of 
groups, and not in terms of the individuals who comprise the 
group, is to invite catastrophe. 
3. Administrators have been prone to believe that leaders 
are born, not made, and that this quality of leadership can be y 
transferred to all phases of his duties. uHowever, research 
has shown that some men are leaders in the sense that they have 
sound ideas; some are leaders in the sense that they have tech-
nical skills; some are leaders in that they have human relations 
1/Neal Gross, "Human Relations and the Wishes of Men,u New Eng-
land School Development Council, Spaulding House, Cambridge, 
Mass., March 20, 1953, pp. 11-20 passim. 
2/Ibid., pp. 15-16. 
13 
skills, they can bring variant vie,~oints together, they can 
tell the right story at the right time to crack the situations 
scorched by tension. • ••• However, it is infrequent that the 
same person can be the technical and human relations leader of 
the same group.u 
4. Many administrators have felt that the way to meet a 
problem is head on. If an employee is not doing a good job, 
''laying it on the linett has been a typical approach. However, 
a person within the group does not see himself as a bottleneck. 
Hence, the clever administrator will emphasize the bottleneck 
and not the person creating it. When a person is criticized 
directly, he tends to feel insecure and puts himself on the de-
fensive to protect his ego. 
5. Many administrators have taken the vie\¥ that an employee, 
in the last analysis, is just an employee. He is paid to take 
orders, and if he does not like them it is just too bad. Haw-
ever, research findings show that people tend to accept deci-
sions more readily when they participate in the decision making 
process. 
These are merely five of many so-called common sense ap-
proaches to the achievement of work efficiency. Scientific 
findings show that the use of what appears to be common sense 
is not a lasting solution to the problem. 
14 
4. Scientific Foundations of Morale Building 
~ role £! the human being.-- Basic to the study of 
1/ 
morale is the conviction, well stated by Drucker,- that the 
human being is the central, the rarest, the most precious capi-
tal resource of an industrial society. Man has progressed from y 
savagery to civilization largely by learning how to release, 
direct, and control the energies of inorganic matter. Progress 
toward a better civilization now depends largely upon his 
achievement in releasing, directing, and controling man him-
3/ 
self. The disregard of a worker's capacity to work, to think, 
and to grow is a subtle way of breaking down his morale. To 
increase productivity, to heighten job satisfaction, and to 
raise the level of employee morale, it is necessary to arouse 
the intelligent interest of the employee. It is necessary to 
enlist his feelings as well as his abilities in his work. 
4/ 
From research in psychology and social science,- it has 
been found that morale building programs can not be established 
on a single isolated variable, like common sense. Instead, re-
search has shown that the true foundation of morale building 
stems from the basic desires and wishes of human beings. 
1/P. F. Drucker, "Basis of a Free, Dynamic Society," Part 1, 
Harvard Business Review, Harvard University Press, 1951, 29:6: 56-57. 
gjR. Hoppach,_ lQ£. Satisfaction, Harper Bros., Inc., New York, 
1935, pp. 19~-99. 
JIM. s. Viteles, Motivation ~Morale in Industry, w. w. Norton 
and Co., Inc., New York, 1953, pp. 14-1;7 
4/Roger M. Bellows, Psychology Q! Personnel in Business ~ 
Industry, Prentice-Hall, Inc., Nevr York, 1949, pp. 209-210. 
15 
y 
Human beings often have desires about which they know 
nothing or are aware of only vaguely. This has been a hard 
doctrine for many people to accept. They are willing to be-
lieve that certain processes go on unconsciously in the body, 
like digestion, but are unwilling to believe that unconscious 
mental processes go on too. Everyone has unconscious motives 
that the individual himself would not recognize and which mi ght 
embarrass him, even if they were described to him. There is 
really no longer any way to deny successfully the existance of 
motives that are unconscious. It is because these needs are 
unconscious, or at best only vaguely conscious, that they are 
so easy to overlook. 
Ego-involved needs.-- A major outcome of recent employee-
?) 
attitude surveys and experimental studies is the repeated 
demonstration that people at all levels in an organization seek 
the satisfaction of similar, highly ego-involved needs. An 
examination of an employee-attitude survey cited by Viteles .3/ 
reviews an ego-involvement in the job and plant conditions which 
cannot be gratified by pay increases alone. It has commonly y 
been taken for granted that executives and professional people 
1/Finlay, Sartain and Tate, ~· cit., p. 26. 
yR. Stagner, npsychological Aspects of Industrial Conflict: 
Motivationttt in Industrial Conflict, G. w. Hartman and T. New-
comb (Eds.J, The Cordon co., New York, 1939, p. 14. 
3/Viteles, ££• £11., p. 169. 
4/R. Centers, "Motivational Aspects of Occupational Stratifica-
tion," Journal £! Social Psychology, 1948, 28:187-189. 
16 
I 
are generally concerned about a sense of personal worth which 
1/ 
must be satisfied. This gratification of ego-involved needs-
can often be achieved through plant policies and practices. 
Eight specific phases of ego-involvement will now be re-
viewed in order to provide a sound basis on which to construct 
conscious morale building programs. 
1. Sense Q! personal worth.-- The worker must be made to 
feel his importance to the concern. This was fulfilled in a 
direct and concrete manner in earlier times when industries 
were small and each employee was concerned with the total pro-
duction or manufacturing process. The large industries of to-
day, intricately organized so that each worker performs his 
task according to some assembly line procedure, do not provide 
the employee with the same kind of feeling about his position 
2/ 
in the production process. Case studies ·sh~ that when workers 
are made to feel that they are important, and that the company 
appreciates their work and efforts, even repetitive work is not 
necessarily unpleasant in nature. Good working conditions, a 
democratic atmosphere, and a spirit of interest and understand-
ing on the part of management are factors with which the worker 
31 is especially concerned. Thus one of the tasks with which 
1/D. Katz and R. L. Kahn, "Human Organization and Worker Moti-
vation,n in Industrial Productivity, R. L. Tripp, (Ed.), Indus-
trial Relations Research Association, Madison, Wisconsin, 1951, 
pp. 146-7. 
2/Editorial, ''Job Attitudes,n Fortune Magazine, Copyright. Time 
Inc., May, 1947, pp. 5-61. 
l/Viteles, ££• cit., p. 89. 
17 
many industries are concerned today is that of providing means 
for the development of a feeling of personal worth. This can 
only come about as a result of a -_- recognition of success and 
accomplishment. y 
2. Pride in ~ completed.-- Today, due to the increased 
complexities of production processes, employees often find it 
hard to realize that they are doing something more than just 
making a living. Too often people lose sight of the real re-
lation between their job and the finished product. Administra-
2/ 
tors- have assumed that employees 'just know' how vital their 
part is, simply because the nation is hungry for the finished 
whole. Each employee must be impressed constantly with the im-
portance of his job. Without his contribution well done, the 
end result would be a defective product. 
3. Ih2 need ~ belongingness.-- Closely related to the 
feeling of pride in work completed is the need for a feeling of 
31 belongingness. There is grave danger that employees will come 
to regard themselves as isolated workers, doing some insignifi-
cant task. It makes a great deal of difference to a sander in 
a furniture factory, whether he regards himself as a sander of 
wood or as a creator of fine furniture. If he thinks of himself 
as the latter, he talks about the furniture that ttwe't made. Ac-
tually his feeling of belongingness must be of two dimensions. 
i/Finlay, Sartain, and Tate, .QE.• cit .• , p. 37. 
g/Garrison, £2• cit., p. 330. 
3/Ioid., p. 331 ff. 
18 
He must have pride in his part of the wnole product, and he 
must have pride in the organization of which he is an integral 
part. In short, when these attitudes are properly developed, 
he will feel satisfaction not only from his craftsmanship, but 
also from his membership in the plant. 
1/ 
4. The need to be needed.-- Everyone- wants to feel that _ _....__~
he does make a difference. Each person has a need to believe 
that, in addition to making a living for himself and his family, 
he is making a worthwhile contribution to a worth,-lhile endeavor. y 
Under modern conditions of world-wide economic interdependence, 
employees have a right to appreciate two truths. First, that 
they are servants of mankind, self-respecting contributors to 
the world's supply of necessary goods and have a right tore-
ceive just appreciation in return. Secondly, that the world 
of consumers must put its faith in the integrity of their work-
manship; a fact, if it were betrayed, would cost the community 
dearly. Many workers have never seen their importance in this 
light; it has never been dramatized to them; and one of the 
highest and one of the most cogent motives to do good work is 
.3/ 
consequently not fully utilized. People need something im-
portant for which to work, something which satisfies the need 
1/Finlay, Sartain, and Tate, ££• cit., pp. 27-30. 
g/Ordway Tead and H. c. Metcalf, Personnel Administration, 
McGraw-Hill co., New York, 1933, pp. 201-202. 
3/Finlay, Sartain, and Tate, £2• Q!i., p. 31. 
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to be needed. A wise management will do all in its power to 
satisfy this need. To know that one is making a necessary con-
tribution brings a satisfaction which is difficult to equal. 
5. Recognition ~ praise.-- It is the task of the admi nis-
1/ 
tration to build up the employees' self-opinion in order to 
increase their abilities, skills, success, and happiness. Only 
20 
a genuine sincere respect for the individual's personality '\fill 
produce the atmosphere conducive to the development of excellence 
of workmanship. Enlightened management is recognizing the fact 
that business is not only producing a product for market, but 
that also, it is producing individual personalities which are 
the foundations of future stability. 
v Success in personnel management depends on an understand-
ing of how each individual regards himself. It is recognized 
that everyone is self-centered, and that each has a pride in 
being himself, as well as building and preserving his self-
respect. It is a basic human need to be recognized, admired, 
and approved by others. Praise and good will from other people 
are required if this need is to be satisfied. Praise from some-
one i n authority wham men respect is often a stronger motivating 
force to gain cooperation and increase production than a pay 
raise. Withholding praise is actually a mild form of punish-
ment. Since the employee always desires recognition, he wi l l 
1/Finlay, Sartain, and Tate, £2• £11., pp. 197-199. 
2/W. E. Parker and R. w. Kleemeier, Human Relations in Super-
vision, McGraw-Hill Co., New York, 1951, pp. 2~1-2~1;-
correct his errors to regain the approval of his superiors. y 
A recent study by Gardiner involving projective tech-
niques for comparing motives of successful and unsuccessful 
executives, has shown that the former stress as being of prime 
importance such motives as the need to know achievement and the 
v 
need to acquire status in the eyes of associates. Anything 
that can organize the approval of fellow workers, and even of 
consumers, for excellence of work is a worth~ile way of en-
hancing personal prestige. y 
6. Dignity and respect.-- If the administrator makes only 
a superficial attempt to treat his employees as human beings 
only because researchteils him that he should, the results 
will always be unhappy ones. The same is true in regard to 
benefit programs which purport to contribute to the health and 
happiness of the employees, but which in reality, are only in-
tended to increase production. Such paternalism is short-
sighted and will ultimately lead to a breakdown of morale and 
a failure to increase production. Sound human relations in the 
work situation cannot be achieved by trickery. Mutual respect 
for human dignity is the only lasting foundation. y 
7. Need ~ security.-- Douglas MacGregor has listed 
three major aspects or superior personnel relationships which 
1/B. B. Gardiner, Human Relations ![Industry, R. D. Irwin co., 
New York, 1946, p. 9. 
g/Tead and Metcalf, £2• £11., p. 192. 
3/Finlay, Sartain, and Tate, £E• cit., p. 28. 
4/Douglas MacGregor, nconditions of Effective Leadership in In-
austrial Organization, Journal £! Consulting Psychology, 1~'-
8:56-60. 
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affect the security of subordinates. The first, and the one 
which he considers as most important, he refers to as atmosphere. 
This is the general manner, behavior, and attitude of adminis-
trators toward their workers. The employee feels insecure, un-
less he knows that his work and job activities meet with the 
approval of his superiors. 
The second requirement for security, according to MacGreg-
or, is the employee's need to know and understand what is ec-
pected of him. There is considerable information which the 
organization should constantly present to the employee, so that 
his feeling of security is stabilized. He should know not only 
the rules and regulations of his company, the requirements of 
his job, and his possibilities for promotion;; he should know 
the policies of his company and at all times, he should know 
whether or not his work is satisfactory. 
11 The third source of security stems from consistency of 
discipline. Just as it is important for an employee to be 
praised for work well done, it is also important that he be re-
proved in the right way for violations of principles which were 
previously explained and understood. Insecurity arises among 
employees when they realize that their superiors have permitted 
them to do things which were not looked upon favorably by man-
agement. 
1fDouglas MacGregor, "Changing Patterns in Human Relations ,. 
Conference Board Management Record, No. 9, New York, (19503, 
12:;322 ff. 
1/ 
B. Social needs.-- An important outcome of studies- of 
needs and motivation in relation to morale is the finding that 
successful administrators achieve good results by paying atten-
tion, not only to the employee as an individual, but also to 
his relationships and interactions within the group to which he 
belongs. y 
The effects of the interaction of employees within groups 
cannot be overlooked in a study of morale. The effect of the 
impact of members of a group upon each other and upon their 
action as a group is called the social climate. One of the 
earliest and most striking studies which investigated the social 
climate was begun at Western Electric Company's Hawthorne Plant. 
This study, referred to as the Illumination Experiment, was 
part of a research program on the factors in the work situation 
which affect the morale and productive efficiency of workers. 
This research was conducted by Western Electric Company in eon-
junction with the National Research Council of the National 
Academy of Sciences. Yt was continued with the cooperation of 
Harvard University and lasted from 1920 to 1933. 
The summary of the Illumination Experiments is as follows: 
(1) In the experimental group, where light intensity was in-
creased, production also increased. However, production did not 
1/T. N. Whitehead, nsoeial Motives in Economic Aetivities,n 
Journal of Occupational Psychology (1938) 12:271-272. 
gjttHuman Relations Program,n Executive Training Program, Wes-
ter.n Electric Co., Printed in U.S.A., Feb. 15, 191+9, Chapter 2, 
p. 1. 
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decrease when the light intensity was decreased. (2) In the 
control group, where light intensity was constant, production 
increases were approximately the same as those of the experi -
mental group which worked with varying degrees of light inten-
sity. y 
In evaluating these Illumination Experiments, the follow-
ing conclusions were drawn: 
1. It was obvious that same factor or factors, other than 
differences in light intensity were operating here. These fac-
tors proved to be elements classified as the social climate. 
For example, it was noted that morale could be built up more 
readily in groups that enjoyed being together socially. There 
was also an improvement of morale when a group spirit or team 
consciousness was present. It was further found that morale 
was higher when there was a friendly, rather than an autocratic, 
outlook or attitude on the part of the supervisor. 
2. The whole working environment must be looked upon as 
being permeated with social significance. Roethlisberger, Dick-
Y 
son and Wright, leading interpreters of the Western Electric 
Studies, state: "According to this way of looking at things, 
even material goods, physical events, hours of work, etc., can-
not be treated as ends in themselves, but as carriers of social 
significance.n 
1/Q£. cit., Chapter 2, pp. 1-5. 
2/F. J. Roethlisberger, w. J. Dickson, and H. A. Wright% ~­
agement and the Worker, Harvard University Press, Cambr~dge, 
Mass., 1939,-p: 557. 
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y 
The development £! positive attitudes.-- An attitude is 
a readiness to react in a characteristic way to a particular 
person or situation. In other words, the individual has a pre-
conceived viewpoint which affects the v-ray he sees the situation. 
A favorable work attitude increases cooperation and production 
and reduces dissatisfactions. It is important, therefore, that 
the administrator understand how attitudes develop and how he 
can influence them. 
2/ 
Attitudes- are formed on the basis of past experience. 
These experiences may be cumulative over a long period of time 
or may be formed in a shorter term. In the latter case they 
are usually of a forceful or emotional nature. Frequently at-
titudes are taken over from a person of importance, or the 
group's attitude is adopted which indicates a desire to conform 
due to social pressure. The administrator who sets out to in-
fluence attitudes should understand that they are caused, and 
that he can work with these causes through the satisfaction of 
human needs described earlier in this chapter. Since attitudes 
usually have an emotional content, they can be influenced by 
appeals to emotions; such as, indications of friendliness and 
individual discussions in which the holder of an undesirable 
attitude is encouraged to talk freely. 
1/ffHuman Relations Program,'t Western Electric co., .2P.• cit., 
Chapter 5, p. 6. 
g/Ibid., Chapter 5, p. ?. 
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The development of interest.-- It is hardly an exaggera-
- 17 -
tion to say that the permanence, productivity, and humanity of 
any large scale organization will stand or fall in the last 
analysis upon its ability to arouse and continue interest in y 
the necessary production activities. ~ohn Dewey says that we 
are interested when we realize that there is something at stake, 
the outcome of which is important for the individual. When the 
individual can register in an activity so that his own personal 
worthwhileness is satisfied, then there is interest. 
31 The elements of interest to Tead and Metcalf are four: 
1. Personal choice of the activity. 
2. Pleasure in it for its own sake. 
3. A sense of significance or value in its performance. 
4. The assurance of friendly approval when the task 
is over. 
Careful plans must be made to gratify interest needs, if morale 
is to be kept at an optimum peak. 
4/ 
The importance 2f money ~ ~ morale factor.-- One- of the 
popular theories as to why men work is that they work entirely 
for money. There is, to be sure, a great deal of truth in this 
theory. Most people would resign from their jobs if the company 
1/Tead and Metcalf, ~· £!1., p. 181. 
2/John Devrey, Interest and Effort 1!1 Education, Houghton-Mifflin 
Go., Boston, 1913, p. lb. 
l/Tead and Metcalf, 2£• £11., p. 182. 
~/Finlay, Sartian, and Tate, ££• cit., pp. 22-24. 
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stopped their pay. Most people have to work in order to buy 
the necessities of life. This, however, is not the whole story. 
Surely, men work for money, but they work for many other things 
as well. People also work for prestige, position, and love of 
their work. These factors are undoubtedly more important to 
most people than markedly greater income • 
.!1 From a review of problems in industrial relations, the 
conclusion is reached by Simpson that attitudes of too many com-
panies toward human relations all too often seem to boil down to 
an unexpressed formula of, ttGive 'em a decent paycheck,--that's 
y 31 
all employees are interested in."' Seldom will money operate 
as an incentive as neatly as the classical economists predie:t. 
Their prediction is that people will always work for their ra-
tional advantage. However, the behavior of people is not al-
ways this rational. This fundamental generalization of tradi-
tional economists has been questioned by social scientists and y 
psychologists alike. Whitehead concludes that the basic psy-
chological generalization of economics which makes wages the 
basic source of incentive has exhausted much of its usefulness 
at the present time. This clash of opinion between psycholo-
gists and classical economists has led to many interesting 
studies. 
yH. G. Simpson, "Humanized Industry--A Management Must," 
Forbes (Sept. 1948) 62 :·15 •. 
Y,Ibid., p. 16. 
3/S. P. Hayes, .Tr., "Same Psychological Problems of Economics," 
Psychological Bulletin, (1950) 47::289-92. 
V'T. N. Whitehead, 2£• £1i., p. 279. 
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1/ 
A survey,- conducted by the Opinion Research Corporation 
in 1947, showed that thirty-six out of fifty manufacturing 
plant executives held the opinion that (1) money alone is the 
answer, or (2) money is by far the chief thing for increasing 
production •. 
The possibility that executives tend to assign a higher 
degree of emphasis to compensation than do employees is illus-
2/ 
trated by an investigation reported by s. Fosdick- to the 1939 
Convention of the National Retail Dry Goods Association. In 
this study three thousand employees and their executives, repre-
senting a nationwide sample, were asked to rate eight morale 
factors. Credit for all work done was assigned first place by 
employees and seventh by executives. Job security, as defined 
in this chapter, was rated as second in importance by employees 
and was selected as the least important factor by executives. 
Management's tendency to consider pay as of prime, if not sole 
importance, is revealed by the selection of this item as number 
one on the executives' list and third on the employees' list. 
3/ 
A survey, conducted by the National Industrial Conference 
Board shows that administrators can and do err in their apprais-
al of what employees really want. Employees and their top 
lf''Productivity m d the Worker,tt Opinion Research Corporation 
Monograph, Princeton, University Press, 1947, p. 15. 
g/s. Fosdick, "An Address to the National Retail Dry Goods As-
sociation,u reprinted in part in Industrial Conflict, G. w. 
Hartman and T. Newcomb (Eds.) The Cordon Co., New York,l939,pp. 
118-20. 
3/S. Avery Raube, "Factors Affecting Employee Morale,n Conference 
Board Re4orts, No. 85, National Industrial Conference Board, New 
York, 19 7, pp. 20-25. · 
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policy making executives from a group of coded large companies 
cooperated in ranking seventy-one morale factors. The execu-
. tives were asked to predict the ranking assigned to each factor 
by employees in their company. Comparison of the rankings of 
the groups showed that the executives agreed in giving top 
place to compensation and base pay. Employees named job satis-
faction and security in first place. In fact, seventy-five per 
cent of the executives included compensation among their first 
five predictions, while fewer than thirty per cent included 
this among the five most important factors. 
!I Another study by Watson indicates that items such as re-
lations with supervisors, handling of grievances, and credit 
for suggestions, as well as several other human faotors, were 
rated by employees as being far more important than management y 
predicted. It is interesting to note that studies almost 
never show higher pay at the top of the list of items that 
workers want most. 
3/ 
Findings of a series of surveys, conducted by Sears Roe-
buck Company over a twelve-year period, showed that employees 
ranked pay in eighth place as compared to other morale factors. 
1/G. Watson, "Work Satisfaction," Chapter 6 in Industrial Con-
flict, G. Hartman and T. Newcomb, (Eds.), The Cordon Co., NeW 
York, 1939, pp. 118-119. 
g,IB. Kull and ~v . vlolstead, nMorale on the Job," Chapter 17, 
Civilian Moralel G. Watson, (Ed.) Reynal & Hitchcock Inc., New 
York, 1942, p. j63. 
3,/Jam.es C. Worthy, nFactors Influencing Employee Morale, n .illll:-
vard Business Review, (1950) 28:61-72. 
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Such ~indings are not interpreted by the investigators as mean-
ing that rates of pay and proper job di~ferentials are not im-
portant. They loom up more importantly in employee thinking 
wherever local management is guilty of serious short comings 
in these matters. However, the position is taken that pay, as 
well as other material things such as hours of work, is not it-
1/ 
self enough to create an efficient sta~f. Worthy concludes 
that if the only basis management can conceive for loyalty and 
cooperation is the pay envelope and the short work week, there 
can never be enough money or short enough hours to prov·ide high 
stimulation over a long period. 
2/ 
There is much,- though not systematic evidence, that one 
o~ the strongest attractions to an applicant is high pay. It 
is much less certain, however, that pay is as effective an in-
centive for keeping a person on a job as it is in luring him in 
the first place. 
Wanting more pay is the reason most often given for dis-
satisfaction among employees, but frequently this is only a 
superficial reason. Often there are psychological or social 
factors causing dissatisfaction which cannot be easily expresse~ 
or even detected by the employee. Workers know no other waw of 
expressing their dissatisfactions, stemming from basic human 
1/Worthy, 2R• £11., p. 73. 
2/T. w. Harrell, Industrial Psychology, Rinehart co., New York, 
1949, p. 270. 
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1/ 
needs and drives, other than as wage demands. Administrators-
who believe the wrong assumption, that money is the only impor-
tant incentive, are guilty of accepting the so-called ttrabble 
hypothesis," under which employees are treated as a group of 
insensitive rabble, incapable of knowing the higher social mo-
tives of approval and self-respect. 
2/ 
Throughout one large company,- during a period of seven 
years, records show that considerably less than twenty per cent 
of all grievances resulted from allegations that wages were in-
adequate. In the majority of cases grievances were found to be 
caused by friction between supervisors and employees or by in-
adequate working conditions, rather than by inadequate wage 
rates. 
3/ 
One of the most important mistakes that has been made in 
dealing with employees' dissatisfactions has been to give the 
desire for money more importance than it deserves. It has often 
been assumed that if employees are unhappy and work inefficient-
ly, they want more money. However, they may really be unhappy 
because they are not treated with proper respect and dignity; 
or because they get no real satisfaction from their work and 
work situation; or because they believe their bosses are in-
sincere and not to be trusted. More wages may give temporary 
relief to dissatisfactions, but money will not cure grievances 
1/T. w. Harrell, 2£• £11., pp. 272-3. 
g/Roger M. Bellows, £2• cit., p. 208. 
l/Finlay, Sartain, and Tate, ££• cit., pp. 22-24. 
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stemming from a man's sense of his worth or concerning his moral 
values. 
1/ 
A group- of 1,239 individuals, representing a cross section 
of the national population, cooperated on a survey regarding 
actual income, income satisfaction and income aspiration. The 
investigators drew the conclusion that the want for more money 
,represented, not a direct motivational drive, but rather an 
urge toward the gratification of motives such as prestige 
status, recognition of importance, and other ego-involved needs 
that society has associated with the higher income brackets. 
2/ 
Sears Roebuck, and Company- has a broad program of employee 
benefits including group insurance, severance pay, and the like, 
provided voluntarily by Company policy. Survey findings show 
that this framework of employee benefits has had some influence 
3/ 
on employee morale. ttHOWEVER," according to Worthy, ttim.portant 
as the economic aspects of benefits may be, their chief signi-
ficance as regards employee morale is the fact that they are 
tangible evidence of the organization's concern for the welfare 
of its employees. OUr studies clearly show that employees re-
spond primarily to the evident concern for them, and only sec-
ondarily to economic values as such.'t 
1:/R. Centers and H. Cantril, "Income Satisfaction and Income 
Aspiration, n Journal of Abnormal S:.lli!. Social Psychology, (1946) 
g/J. c. Worthy, ££• cit., p. 66 • 
.3.,/Ibid., p. 67. 
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1/ 
The fact- that pay is a force in stimulating production 
and morale should not blind management to the further fact that 
beyond a certain stage, the promise of higher wages appears to 
2/ 
1
bring generally diminishing returns. Among- the most signifi-
1cant findings of psychological research in industry is the 
clear-cut demonstration that other incentives, non-financial in 
!character, play a tremendous role in satisfying workers' wants 
and needs. There seems to be no question that as wages rise 
above the subsistance level and standards of living improve, 
II employees' desires, satisfied by plant conditions other than 
pay attainment, have higher levels of potency in stimulating 
j efficiency. 
·; • Indices of Low Morale 
In any good morale building program it is important to 
lhave clearly defined criteria for determining the level of 
I, 
,i morale within an organization. 
I 3/ 
Evidence of a dynamic nature has been obtained by observ-
' 
ing group reactions in standardized situations. Among objective 
1 indices of lm-r morale are: 
,, 
'1/c. A. Mace, ttSatisfactions in Work, u Occupational Psychology," 
II Tl9l.t8) 22:5. 
II g_/Viteles, .2.12.• cit., p. 385. 
3/William w. Mussmann and Wilbur M. McFeely, "Techniques of 
Conference Leadership, tt Conference Board Reports, No. 77/, Na-
tional Industrial Conference Board Inc., New York, 1946, p. 17. 
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1. High turnover rates 
2. Lowered production 
3. Poorer quality of work 
4. Absenteeism 
5. Tardiness 
6. Disparaging remarks about associates 
7. Boasting 
8. Surliness 
9. Disregard for rules 
10. Criticism of superiors 
11. Frequent bickering 
12. Gossipping and loitering 
13. Poor housekeeping 
14. Violent reluctance on the part of 
salaried employees to spend any of 
their free time thinking or working 
on job activities 
1/ 
Garrison- offers these descriptive, but equally objective 
criteria, for determining low morale: 
1. Production is lower than may be normally 
expected from employees. 
2. An unwarranted amount of wasted, spoiled 
or unused material. 
3. Undue abs.enteeism, not only by an in-
dividual, but by the group in chartable 
peaks or clusters. 
4. Excessive personnel turnover, especially in 
one organizational area, in other words, in 
a particular department or under a particu-
lar supervisor. 
1/Garrison, op. cit., p. 318. 
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1/ 
Negative tensions.-- Western Electric Company- in its 
course for executives, ncounseling and Human Relations, 11 puts 
forth the philosophy that from social, academic, and manipula-
tive skills certain tensions are caused. These tensions are 
described as positive and negative. Negative tensions or low 
morale produce loss of control, preoccupation, disinterest, 
poor attitude, dissatisfaction, and failure. The consequent 
behavior of these negative tensions is expressed by: 
1. Escape, resulting in: 
2. 
3. 
(a) alcholism 
(b) absenteeism 
(c) search for another job 
(d) over emphasis on outside interests 
Inattention, resulting in:: 
(a) misunderstandings 
(b) personal injuries 
(c) waste and spoilage 
(d) poor influence on co-workers 
Sickness, resulting in :. 
(a) ulcers 
(b) headaches 
(c) heart trouble 
(d) high blood pressure 
(e) nervous disorders, such as shingles, rashes, 
breakdowns and the like. 
1/ncounseling and Human Relations, 11 Western Electric Company 
Monograph, Kearney, New Jersey, 1951, pp. 1-3. 
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Another outcome of negative tensions is the negative use 
of silence. This is often a means of expressing doubt and in-
difference. Silence, experimenters find, usually indicates 
disagreement, frustration, disapproval, and dissatisfaction. 
Too much silence is often a serious symptom of suppression, 
harsh supervision, advanced frustration, and/or fear. The 
cause of silence must always be investigated and clearly under-
stood. 
2/ 
Positive tensions.-- On the other hand, positive tensions-
or the achievement of high morale will produce control, atten-
tion, good attitude, satisfaction, efficiency, and high produc-
tion of a good quality. The ways in which positive tensions 
are caused will be thoroughly investigated in Chapter III. 
Y"Counseling and Human Relations,'' .Q:Q• cit., p. 5. 
Y,Ibid., p. 7. 
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CHAPTER III 
SPECIFIC TECHNIQUES FOR 
BUILDING MORALE 
1. Introduction 
An analysis of the concrete attacks on the problem of 
building morale, and the specific programs which have been de-
vised and adopted by big business to overcome low morale will 
now be presented. It must be clearly understood that no single 
one of these techniques will achieve high morale in an organiza-
tion. To say that a coffee break, or a handbook, or a clearly 
explained pension plan will achieve high morale, by itself, is 
as untenable as the belief that a well-equipped school plant, 
or ne't'l textbooks, or costly playgrounds will, by themselves, 
produce better education. Just as a good educational system is 
built upon a combination of many things, so too, is good morale. 
The following are items which must be included in any con-
scious effort to produce high morale. No one of these can be 
taken lightly or disregarded. Big business and industry, from 
research, experiment and practice, consider these items to be 
vital in their personnel activities. All workers may not need 
each phase of the program to the same degree; but then, all 
workers may not share the basic human wants, needs, attitudes, 
and motives to the same degree. 
The success of a morale building program depends, in the 
last analysis, upon the chief executive. To achieve this 
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success there are some instruments for morale building provided 
by the administration, and there are certain techniques which 
are practiced by the supervisory force m1der the direction of 
the chief executive of the organization. 
2. Administrative Instruments for Building High Norale 
1/ 
Communication.-- N1lightened management- now realizes 
that, in the past, it has been lax or indifferent to the opin-
ion of employees. While privately these executives were proud 
of their company's records, most of them guarded zealously the 
facts about the firm, i.e., its profits, policies, problems and 
the like. It was almost as if they were ashamed of them. This 
created fertile soil for distrust of management, causing seeds 
of misinformation to be so,m. Business and industry are now 
aware of their past mistakes and are trying desperately to make 
up for them. They kno,.; nm:l, that an informed vmrk force is the 
best guarantee for understanding between company and employee. 
2/ 
Industrial and business organizations- are constantly 
faced with the problem. of finding the most desirable and ef-
fective ways of communicating with workers. Because some mes-
sages are more effective if presented in one vmy, while others 
are more effective if presented in another, several media of 
written communication need to be available. 
1/\v. E. Parker and R. W. Kleemeier, Human Relations in SuPer-
vision, HcGrmv-Hill co., Nmv York, p. 30. 
2/VJillia.m Vl . Nussmann, ucommunication ifli thin the Nanagement 
Group," Conference Board Report, No. 80, National Industrial 
Conference Board, Inc., Nev1 York, 1947, pp. l..l.~ •. 
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Written communication. 
1. Newspapers.-- The plant newspaper serves as an excellent 
means of communication between management and employees. The 
authors of this thesis examined many newspapers of the companies 
participating in this study, and found the following types of 
stories most frequently used:· 
(a) unusual length of service awards 
(b) service award ceremonies 
(c) forthcoming retirements 
(d) retirement parties 
(e) births in employees' families 
(f) deaths of employees 
(g) recreational facilities for employees 
(h) vacation activities of employees 
(i) participants in training programs 
(j) government awards and citations from research 
organizations to staff members for contributions 
to science, safety, and efficiency 
(k) recognition ceremonies for unusual suggestions 
(1) personal items about exec~jives and employees 
Reporters are from all levels- of employment and provide 
items of interest for all personnel. This democratic practice 
in the selection of the ne1.o.1spaper 's staff insures a. periodical 
of general interest and makes an instrument for providing a 
sense of unity within the company. 
1f\II. M. Mussmann, Conference Board Report, No. 80, 2l2.• £11., 
p. 28. 
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2. Newsletters.-- Communicatiomof a higher literary style 
than usually appear in newspapers are best understood if they 
are presented in an easy to read, conversational style, and if 1 
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1/ 
they are presented in a layout with eye appeal. The newsletter-
is an excellent example of this higher type of written communi-
cation. It is used to bring a great deal of information in a 
time-saving manner. While it contributes to a smooth downward 
flow of information, in a few instances, it has been used as a 
questionnaire to survey all employee and management thinking 
on a particular problem. Such items as company relations, edu-
cational summaries, contracts, work layouts, problems of schedul-
ing, housing, and the like are found in newsletters. 
2/ 
3. Company magazines.-- Most large organizations- make use 
of company magazines as an instrument of promoting team con-
sciousness and morale. This gives a company with many branches 
an opportunity to provide employees a sense of unity and close-
ness to the mother company with which they may otherwise have 
. very little contact. Items of personal interest on the national 
scale, as well as stories about new scientific achievements for 
the improvement of the product and changes or reinterpretations 
of company policy, are included. The national importance of 
the product is usually stressed. 
1/W. M. Mussmann, Conference Board, No. 80, op. cit., p. 27. 
g_/Geneva Seybold, ttWritten Statements of Personnel Policy,'t 
National Conference Board. Report, No. 79, National Industrial 
Conference Board, Inc., New York, 1947, p. 12. 
11 4. Signs.-- This method of communication is used to focus 
attention on such items as the health, safety, and well-being 
of the employee. Slogans and pictures must emphasize the com-
pany's interest in and concern for the employee. 
5. Bulletin Boards.-- In a survey ninety out of one hun-
2/ 
dred companies interviewed- use bulletin boards. Most empha-
size that they should give only flash information. This survey 
resulted in the following rules for bulletin boards: 
1. Any message on the bulletin boards must be 
brief--reading time not more than thirty 
seconds. 
2. Messages must be current. 
3. They must tell what employees want to know. 
4. Information must be stated in the positive, 
not negative sense. 
5. They must tell, if necessary, where a complete 
report on the information presented may be found. 
3l 
6. Manuals.-- Supervisory manuals containing the company's 
personnel and operating policy help cause standardization which 
is highly essential from the standpoint of a smoothly operating 
organization. Company policy, as it exists in the chief adminis-
trator's mind, may not be the same as it is in the thinking of 
other company executives and supervisors who are administering 
it. Ttlithout uniform understanding of the company's objectiwes 
1/Interview by the authors with Hr. \'lilliam s. Hughes, New 
England Industrial Relations Advisor, Socony-Vacuum Oil Co. Inc., 
December, 1954. 
2/Geneva Seybold, Conference Board Report No. 79, 2£• cit., p.lO. 
and policies, supervisors find it difficult to work as a team. 
Putting policies into writing relieves executives and super-
visors from making a decision each time a ne'-1 situation arises. ' 
1/ 
The following are some of the items- found in all of the twenty 
five supervisory manuals examined by the National Industrial 
Conference Board Survey: 
Absenteeism 
Accidents 
Attendance 
Attitudes 
Benefits 
Bulletin Boards 
Induction 
Job Descriptions 
Judging Men 
Leadership 
Leaves of Absence 
Resignations 
Rules 
Safety 
Selection 
Seniority 
Letters of Recommendation Service Pins 
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J 
Conduct Maintenance Standard Penalties 
Credit Unions 
Deductions 
Grievances 
Handling Men 
History of Company 
Holidays 
Housekeeping 
Meal Period 
Medical Services 
Orders 
Placement 
Planning 
Promotions 
Requisitions 
Suggestions 
Tardiness 
Transfers 
Time off 
Vacations 
Wages 
1/Geneva Seybold, Conference Board Report, No. 79, 2Q• £11., 
p. 26. 
' 
II 
1/ 
7. Handbooks.-- The excellence . of handbooks- as a media of 
communication between management and employees has only recent-
ly been recognized. Now most companies realize that their basic 
policies are best suited to publication in a handbook. This 
provides a permanent reference for the employee, the easy acces-
sibility of a book rather than often lost or misplaced bulle-
tins, and provides the opportunity for employees to thumb 
through their handbooks occasionally to familiarize themselves 
with their content. 
2/ 
The very fact that such handbooks are available- has re-
warded management a hundredfold by removing suspicion, doubt, 
and mistrust among employees. It is an overt sign that ad-
ministrators want employees to know all about their company. 
Handbooks also help to eliminate grievances stemming from fears 
of discrimination and unfairness. Written statements of per-
sonnel policy tell the worker what he can expect in his rela-
tionships with the company, regardless of which supervisor he 
is working under, or in which department he may b:e placed. 
It is reported in this National Conference Board Study 
(No. 79) that some companies, with full appreciation of the im-
portance of allaying charges of discrimination, make a specia:l 
point of urging employees to report any deviations from policy 
3/ 
written down in handbooks. Policy must be so detailed that 
!/Geneva Seybold, 2£• cit., p. 28. 
2/Ibid., p. 4. 
ynsupervisors 1 Manual," Chapter 1, Western Electric Company, 
1947, Used wi~h permission of Morgan Pear~all, Personnel Direc- · 
tor, La11/I'ence Division, vlestern Electric Co. 
interpretation will be uniform. Questions that may come up 
should be anticipated, insofar as possible, and the company's 
course of action made clear. 
An examination of employees' handbooks of the companies 
participating in this thesis reveals that the following items 
are contained in all of the booklets: 
. 1. Absence 8. Recognition of length of 
service 
2. Benefit Plans 9. Safety 
3. Compensation 10. Selection, hiring and place-
ment 
4. Education and training 11. Sick leave 
5. Freedom of discussion 12. Solicitations for 
with management charity 
6. Hours of work 13. Transfer and promotion 
7. Length of Service 14. Working conditions 
Informal communications. 
1/W. w. Mussmann, Conference Board Report, No. So, Q£.cit.,p. 1. 
offer excellent opportunities to discuss certain phases of the 
business and the welfare of employees Which cannot be accom-
plished through written communications. 
Regretably all administrators do not hold this point of 
view. Some withhold information on the grounds that sharing 
too much confidential information tends to weaken control over 
subordinates. However, when this theory is practiced by man-
agement, ways and means are always found to learn what is go- 11 
ing on "up there.•• There is bound to be a grapevine. First-
1/ 
hand verbal information- will dispel false ideas and fantastic 
rumors which seem, constantly, to run rampant. 
Equally important in a good communication's system to the 1 
2/ 
dissimination of information by management,- is the provision 
for a smooth flow of the employees' viewpoint up to the top 
levels of administration. A subordinate's frankness is, to a 
large extent, within his supervisor's control. A willingness 
to listen to any opinion, no matter how it differs from his own, 
will gain for a supervisor the free expression of his subordin-
ates' thoughts. This has inestimable value in raising morale. 
Unless the line supervisor consistently displays through manner 
and method a willingness to listen, his subordinates may fall 
victims to the habit of telling him only things they think he 
wants to hear. 
1/W. E. Parker and R. W. Kleemeier, ££• £11., p. 37. 
2/W. w. Mussmann, conference Board Report, No. 80, QE• cit. p.2. 
1/ 
The International Harvester Co., Inc.- feels so strongly 
the need of a constant flow of frank information that it has 
a carefully devised, informal communications program. The 
main channel of communication here is the immediate supervisor. 
Every week he receives a newsletter, written by the Works Man- I 
ager, which keeps him informed on current company affairs. The 
letters include a host of items in which the workers are vital-
ly interested. Facts are honestly presented and frequently 
management acknowledges its mistakes and shortcomings. As the 
supervisor makes his daily rounds, he relays this information 
to his men. This procedure brings the supervisor a double 
benefit. First, it contributes to the satisfaction and sense 
of belongingness of his workers; secondly, it increases his 
own stature in their eyes. y 
The day of company secrets is over. Administrators now 
I 
" realize that disseminating current facts and information, as 
well as tapping employees' opinion, is basic to promoting high 1 
morale within the organization. I 
2. Conference programs.-- It has been demonstrated that j 
good supervisors must be kept informed. The use of a confer-
Y 
ence program is particularly well suited to distributing in-
formation to supervisors. Conference programs have several 
purposes: 
1/W. E. Parker and R. w. Kleemeier, ££• ~., pp. 31-32. 
2/Ibid., p. 37. 
l/W. w. Mussmann, Conference Board Report, No. So, ~· cit.,p.4. 
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I 
1. To provide training in the principles and techniques 
of management and supervision. 
2. To provide information about company policies, pro-
cedures, and general problems. 
3. To secure participation of the various levels of man-
agement and supervision in the formulation of person-
nel and related administrative procedure. 
4. To provide two-way communication. 
5. To promote team\vork bet-vreen departments. 
6. To help supervisors achieve and maintain high 
standards of performance. 
lf' 
3. Conference leadership.-- Supervisors- have the same 
basic human needs, wishes, and attitudes as all other employees. 
Management can effectively gratify supervisors' ego-involved 
needs by sharing with them the responsibility for conference 
leadership. More and more top administrators are n0\1' having 
all levels of supervision take courses in conference leader-
ship. Experience has taught management that a line supervisor, 
trained as a conference leader, often gets problems solved 
quickly. Because of his first-hand knowledge of production 
procedure, conferences under the direction of a line super-
visor are more practical than theoretical. 
4. Supervisory training courses.-- The quality of super-
2/ 
vision is a major factor in stimulating production,influencing 
1/W. E. Parker and R. w. Kleemeier, ££• cit., p. 4o. 
2/E. s. Grant, "Let the Foreman Manage," Connecticut Industry, 
Tl945) 1:7. 
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attitudes, and satisfying the needs of workers. Perhaps, some 
1/ 
supervisors- are natural artists at their job and •••• 'tactually ' 
play their roles by ear. n A safer assumption on the adminis-
tration's part, is that all supervisors need training and are 
not born leaders. The vast majority of them will fail unless' 
they are properly trained and shown how to build good morale. 
The Job Relations Training Program, developed by the War 
Manpower Commission during World War II, was the beginning of 
an extensive plan for training supervisors in business and in-
dustry in the United States. According to Report 124 of the 
2/ 
National Industrial Conference Board,- interest in the training I 
and development of supervisors achieved an all time high during 
this War. Since 1945, many companies in American business have 
entered into the training of supervisors for the first time, 
and companies with a background of experience in this area have I 
intensified their efforts. 
l/ I 
Much of the training is centered around the human factor, ' 
particularly upon the improvement of supervisory skill in deal-
ing with people. Along with the more conventional methods for 
changing attitudes and molding behavior, the effectiveness of 
pnsupervisors ' · Manual, tt Western Electric co., £2• ill,., p.iii. 
2/nDevelopments in Supervisory Training, n Conference Board Re- : 
Ports, Number 124, National Industrial Conference Board, InC:, 
New York, 1952, pp. 3-5. 
l/nDevelopment of Foremen in Management, tt (Part Two of a n Study 
of the Foreman's Role in Industrytt), American Management As so- I 
ciation Research Report, Number 7, New York, 1945, p. 8~ 
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the newer techniques such as psychodrama and role playing is 
1/ 
stressed. An analysis- of subjects taught in supervisory train1 
ing courses reveals the emphasis that big business is putting 
2/ 
on human relations. A survey- of one hundred and sixty par-
ticipating companies representing business on a nationwide 
scale reveals the following facts: 
% of Companies ~Vhere Subject is Taught • 
Subject (a) (b) Given pri-
Tau ht mar em hasis 
2. Company Personnel 
Policies 
3. How to Break In New 
Employees 
4. Legal Matters of Com-
pany Interest 
5. Company Organization (To inform Supervisors 
about Work Done in All 
Departments 
6. Quality Control 
7. Cost Control (Budget 
Requisitions, Supplies 
90 
81 
80 
79 
74 
etc. 71 
8. Work Planning and 
Scheduling 71 
9. Company Reports and 
Forms 
10. Company Business and 
Public Relations 
Policies 
65 
61 
21 
10 
17 
3 
15 
16 
14 
3 
10 
6 
9 
9 
10 
10 
10 
7 
12 
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1/F. I. de la P. Garforth, H. F. Lock, and D. M. Sidney,uselec- 11 tion, Training, and Status of Supervisors, Part Two, Occupation-
al Psychology (1951) 25:168-70. 
yuForeman Training," SUrvey No. 8, Bureau of National Affairs, 1 
Personnel Policies, Washington, D.C., 1952. 
1/ 
Roethlisberger,- in considering the effect of training 
programs on supervisors' morale, says that the special training 
and recognition of the supervisor as a key man in the produc-
tion process will motivate him to increase production, to re-
duce conflicts in business, and in turn, to promote employees' 
morale. 
2/ 
Physical environment.-- Management- can stimulate high 
morale by providing a good physical environment. The work area 
should be free from excessive, controllable noises and should 
have good lighting facilities. Studies have shown that good 
sanitary and rest facilities have an important effect on em-
ployee morale. The extent to which such factors influence 
morale will depend to a large degree on the background of em-
ployees. People accustomed to wearing clean clothes on the 
street will not be satisfied with inadequate lockers at their 
· work. The provision of comfortable rest areas, hot and cold 
water, soap and towels will do much to show employees manage-
' ment's concern for them and will help to create a favorable at- 1 
I 
titude toward the company. 
I 
Introduction 1Q ~ company.-- All companies participat ing 
in this thesis report positive morale value in providing a 
clearly de:fined program for receiving new employees into the 
1/F. J. Roethlisberger, "Training Supervisors in Human Rela-
tions,tl Harvard Business Review (1951) 29:47-49. 
2/Carl c. Garrison, "The Workers 1 Morale,•• Chapter 13, in 
Psychology in Industr~, J. Stanley Gray (Ed.), McGraw Hill Co., , 
New York, 1~2, pp. 3 2-344. 
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company. Regardless of the specific program used, all companies 
felt that the first contact with the organization makes a last- ' 
ing impression on the worker. If he is made to feel that the 
company is glad to have him in its ranks, is confident of his 
,, 
ability to succeed, and has chosen him from many applicants be- 'I 
cause of his particular qualifications, then he will be a more 
satisfied employee. 
1/ 
Socony-Vacuum Oil Co. Inc.- uses the following plan: 
''1. Explain location of coat room, wash and rest room, 
first aid facilities, etc. 
2. Starting time, lunch period and facilities and 
closing time. 
3. When, where, and how paid,--included here also, job title and group number. 
4. Suggestions for getting to and from work •. 
5. Give him handbook, "About Your Job" which includes 
history of the company, policy, opportunities for 
advancement, etc. 
6. Rules on safety, smoking, fire, etc. 
7. Show him where he is to work. 
8. Introduce him to his associates and supervisors 
with whom he will work. 
9. Absences, leaves, etc. 
10. Payroll deductions. 
11. Vacations. 
12. Holidays. 
l)i§upervisors' Handbook, rt Socony-Vacuum Oil Co. Inc., March 1,. 
1953, Chapter 2, Section A, p. 4 • 
.,.,1_·.::..1 n \ .. J..vt.:._:..\.. 
:lchool oi' L:c!.:Jr,at ·.cu_, 
J,ibr::..ry 
. ··-······'" 
13. Give him booklets on pensions, suggestion system, 
and company benefit plans. Explain each thoroughly.tt 
This program takes about one week. The first few days 
are devoted entirely to orientation, and the remainder of the 
week is devoted to part-time work and orientation. 
Suggestion systems.-- Today, companies in all parts of 
1/ 
the nation- are making a special effort to recognize sugges-
tions of employees. The companies participating in this thesis 
openly state that the use of suggestion systems is an important 
2/ 
technique for building morale. Although leaders- may have many 
good ideas they do not create or originate all the plans. For 
the most part, new ideas come from the men who are doing the 
work and who are the logical ones to see how it could be done 
3/ 
better. Now, blanks are provided on which employees record sug-
gestions. These are submitted to a committee of review which 
sends a letter of acknowledgement of the receipt of the idea. 
If the idea seems to have possible use, it is channeled to the 
department head who would be affected by it. After a short 
trial period, he either approves or disapproves of the plan. 
In some cases, if the suggestion is a money-saving one, the em-
ployee receives a cash award. In all cases of accepted sugges-
tions the employee receives a letter of congratulations from 
1/W. E. Parker and R. w. Kleemeier, ££• cit., p. 419. 
2/Ibid., p. 418. 
i/ttSupervisors' Handbook," Socony-VaculUll Oil Co. Inc., .QQ• cit., 
Sections A-D, pp. 71-74. 
52 
53 
the chief executive. The worker's immediate supervisor is also 
1/ 
congratulated- upon his demonstrated ability to stimulate his 
men to do creative think~ng. 
~ administered wage policy.-- As has been pointed out 
in Chapter II of this thesis, wages, per se, are not an impor-
2/ 
tant morale building factor. However, morale- can be improved 
if management impresses its employees 1-1i th these facts: 
1. That the pay rate compares favorably with that of 
workers in somewhat similar employment. 
2. That the principles of equal pay for equal work 
are adhered to. 
3. That an analysis of·the base pay, tax deductions, 
hospitalization, pension withholdings, bond deduc-
tions, · and the like, \dll be given to employees with 
each payment of wages. 
Considerate ~ schedules. 
1. Length of the working day.-- It is fairly well estab-
3_/ 
lished that five hom~s of uninterrupted work is too long a 
period in which to sustain production at a maximum. Another 
more recent study of the r elation of production to the length 
41 
' of the work day was made by Kossoris- of the u. s. Bureau of 
1/ttWouldn 't This Work Better?n General Motors co. Inc., B 0 P 
Assembly Division, pp. 1-3. 
£/J. c. Aspley and E. \ihitmore, The_ Handbook of Industrial~­
tions. The Dartnell Corporation, Chi~ PP• 15-19 • 
.3./0rdway Tead and H. C. 1-fetcalf, Personnel Administration, 
HcGraw-Hill Co., New York, 1933, p. 89. 
~/Hax D. Kossoris, nstudies in the Effects of Long Working Hours" 
Bureau ££ Labor Statistics Bulletin No. 891, Washington, D. c. 
1944, passim. 
Labor Statistics. He found that the seven and one-half hour 
day is better than the nine and one-half hour day when judged 
by both rates of hourly production and absenteeism. Produc-
tion is higher and absenteeism is lo\<rer in companies which 
use the shorter working day. A study of production in tin-
plate mills in England showed that when work days were reduced 
from eight to six hours, production went up ten per cent. 
1/ 
Tead and Metcalf- state that shorter work hours are more ef-
ficient than a work schedule of longer hours. 
2/ 
2. Rest periods.-- A rest period- is a regular and re-
quired pause in the 1.mrk activity. The purpose of its intro-
duction is to preserve the efficiency of employees through a 
reduction of temporary fatigue and prevention of cumulative 
3/ 
fatigue. It has been found that during the work day, '\'lhether 
the rest period is authorized or not, all workers take some 
4/ 
If official rest periods-time off for their mm personal use. 
are given, the frequency and length of the unauthorized rest 
periods decrease and at the same time efficiency and morale in- , 
2.1 
crease. McGehee and 0'\ten conclude from an exhaustive study 
1/Tead and Metcalf, ££• cit., p. 192. 
g/Ibid., p. 90-92. 
3,/J. s. Gray (Ed.), Psychology .!.n Industry, McGravT Hill co., 
New York, 1952, p. 205: 
4hT. E. Parker and R. W. Kleemeier, QE• cit., p. 311. 
2/W. McGehee and E. B. 0\ien, tt Authorized and Unauthorized Rest 
Pauses in Clerical Work,tt Journal .Q! Applied Psvchology (1940) 
24:604-615. . 
of this problem that with the introduction of authorized rest 
periods, unauthorized rest periods decreased sixty-nine per 
cent and production increased twenty-nine per cent. In the 
1/ 
Relay-Assembly Test Room Study- at the Western Electric Com-
pany, Hawthorne Plant, it was concluded that rest periods and 
shorter hours were two of the items which, taken together, 
caused the employees in the Test Room to change their atti-
tudes toivard their work and increased the group's morale. 
The typical rest period is of ten to fifteen minutes dura-
tion, and it is given in the middle of the monring and the af-
ternoon. All organizations, participating in this thesis, re-
port that light refreshment can be obtained during the pause. 
2/ 
Wyatt- reports in Gray's Psychology in Industry, that the con-
tent of the rest period is very important. He found that when 
the rest period was spent in complete relaxation, there was a 
gain in production of nine and three-tenths per cent, and that 
when employees walked around there was a gain of only one and 
five-tenths per cent. 
.3/ 3. Lunch periods.-- There are physiological factors which, 
out of consideration for the long time well-being of the em-
ployee, should be given consideration. In order to complete 
digestive processes properly, a ru11 thirty minutes should be 
l/"Human Relations Pr<:>gram, ': Executive Train in~ Proq,ram, vies-
tern Electric Co., Pr1nted 1n u. s. A., Feb. 1 , 19 9, Ch.4,p.l. 
2/J. s. Gray, ££• £11., p. 208. 
l/Tead and Metcalf, ££• £11., p. 89. 
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given to eating and thirty minutes more to quiet relaxation. 
"The stomach is a vital part of the individual's physico-chemi-
cal engine which can be prematurely \vern out and put temporari-
1/ 
ly out of business by over-vTOrk and improper conditions.u-
2/ 
1~. James v. MacDonald- of the Boston Edison Company said, 
in an interview with the authors of this thesis, ••we have found 
that by telling employees the reasons behind our lunch time 
schedules, they appreciate the Company's concern for them as 
individuals and show that appreciation in many ways." 
Recognition for length £f service.-- All companies par-
ticipating in this thesis and those participating in the Con-
~/ ---
ference Board Study, Number 29, provide visible forms of rec-
ognition for length of time in the organization. Usually a 
pin \!J'hich bears the company's insignia and a number represent-
ing the years of service completed, is presented. These are 
most often given in five-year intervals. They are awarded, at 
first, by the person's immediate supervisor and later by top 
management officials. A certificate signed by the organiza-
tion's president stating the nrunber of years the employee has 
been with the company, as well as the company's appreciation 
for the loyalty and devotion of the individual is also presented. 
I/Tead and Hetcalf, .Q.Q• cit., p. 90. 
2/Interview by the authors with Mr. James v. MacDonald, Manager 
of the Advertising and Promotions Department, Boston Edison 
Company, December, 1954. 
3,/ttRecognizing Long Service, n Conference Board Reports, No. 29, 
National Industrial Conference Board Inc., N.Y., 1941, pp. 1-7. 
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When the employee reaches twenty or more years of service, 
the presentation is often made at a small luncheon to which 
management always sends a top executive. The recipient's 
friends and associates in the company are always invited to 
the event. Unusual length of service, thirty-five years or 
more, is sometimes marked with a gift; for example, a pen or 
a watch and a larger luncheon. The photographers from the com-
pany paper attend all presentations, and the public press, as 
well, gives notice of long periods of service. 
"An overwhelming majority or company executives who com-
mented on the value of recognizing long service in a visible 
way are convinced that such a policy is a definite, strong 
1/ 
factor in building morale.••- It puts a premium on loyalty and 
dependability. Replying to the question whether service in-
signia helps to build morale, one executive, participating in 
2/ 
the Conference Board Study, No. 29,- said: 
.. Emphatically, yes. There is a bond of mutual 
confidence and loyalty between management and employees 
that is of inestimable value. There is a sense of per-
manence and security that exerts a stabilizing influ-
ence over new employees and supplies a firm foundation 
or confidence." 
Retirement £! employees. 
3/ 
1. Preparation for retirement.-- Today big business 
stresses the need for a well planned retirement preparation 
1/Conference Board Reports, No. 29, QU• £11., p. 7. 
,VIbid • 
.3/Intervimof by the authors with Mr. W. S. Hughes, New England 
Industrial Relations Advisor, Socony-Vacuum Oil co., Inc., 
December, 1954. 
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program as a part of building morale. Employees are told about 
the company's retirement plan in simple, straightfor'\ATard lan-
guage when they enter the company's service. Such items as 
the amount of weekly deductions, (if any) the amount received 
upon retirement after twenty, twenty-five, or thirty years 
service are discussed. Whenever a 'vorker wishes to talk about 
his benefits he may make an appointment with a well-informed 
staff member who is always on hand to give the retirement story 
as simply as possible. Complicated actuarial figures, tables, 
and the like, are carefully avoided. Organizations strive to 
make their annuity programs understood, not items of deep con-
fusion. The annuity specialist is always instructed to impress 
the worker with the company's interest in his welfare and fu-
ture happiness. 
1/ 
Companies are beginning to use the following plan- when 
an employee's retirement is about one year away. The personnel 
director usually interviews the person and sounds him out on 
his post-retirement plans. The interviewer points out the op-
portunity for the worker to do all the things he always wanted 
to do. The personnel man cites instances of former associates 
of the employee who have remodeled their homes, traveled, 
studied, or developed nevr hobbies after their retirement • 
.;!/Marie Beynon Ray, "How to Make the Most of Those Twenty 
Extra Years," Published for General Motors Co. Inc. Personnel 
Staff, 1954, pp. 1-10 passim. 
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About six months before the retirement date, the individu-
al speaks again with the representative from the personnel de-
partment who checks up on the person's plans and stresses 
strongly the idea that the forthcoming retirement will be the 
company's loss and that his devotion and loyalty are deeply 
appreciated. The employee speaks again to the expert on pen-
sions and the final details of the payment are worked out. 
The employee is treated during the last year with marked 
dignity, and fellow workers and supervisors show deference to 
him in many 1vays. nwe feel that a retirement candidate is 
something 'speciaL' We try to let him know that we think so, 
1/ 
too.n-
2. Retirement festivities.-- When the employee does retire, 
he is usually tended a banquet. This is often paid for by the 
Employees' Association with some aid by management. It is 
held in a place which is considered to be deluxe in the area 
and an aura of festivity pervades. Top company officials al-
ways attend along with employees. A framed plaque of recog-
nition is presented by the company and a gift which will last 
and can be shown, such as, an inscribed Paul Revere silver bow~ 
or a watch is customarily given by the employees' associates. 
1/This statement is quoted directly from a personnel represen-
tative of a company represented in this thesis. The Company's 
Legal Department has released the remarks, only on the condi-
tion that the Company remain incognito. (For reference pur-
poses, this organization shall be called Company M.). 
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Suitable speeches of appreciation of the person's service, 
high sense of duty, devotion, and steadfastness are made. 11vle 
lay it on thick that night. After all, the employee has a 
1/ 
lifetime to live on the memory of those speeches that night. tt-
Publicity programs.-- The stimulation of morale through 
well-balanced publicity programs is being recognized by busi-
nesses of importance all over the nation. The best type of 
program is one that shows the company's service and excellence 
of its product to the public in such a way that the employee 
feels that he is part of providing that service and excellence. 
Frequently, pictures of a worker making the product are pre-
sented with suitable remarks about the high type of craftsman-
ship and skill that the man is using. Advertising layouts 
which show employees undergoing hardships and performing acts 
of heroism to provide superior and continuous service are often 
used. Examples of this are the public news releases concern-
ing the fortitude and devotion to duty by employees of communi-
cations and insurance companies in the past hurricane days in 
the fall of 1954. These releases usually are made public af ter 
they are released to the company newspaper. This practice 
helps to promote a feeling of team consciousness among em-
ployees. 
This type of morale building advertising is cleverly in-
terspersed with the usual displays about the functional value 
1/Ibid., Company M. (Remarks released with the same restric-
tions. 
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attractiveness, and low price of the product, as i..J"ell as the 
advantages of mass production and the like. 
The Personnel Director of Company N said:. 
urt gives the employees recognition from the 
entire public; it shows the whole world that our 
organization is proud of its men and women and of 
what they do and make. OUr workers arrive at the 
conclusion that they are important to us and that 
what they do is vital to the national welfare. 
They become proud of the tradition of excellence 
that they made and that we tell the world about. 
If we play our cards right and keep their progress· 
and merit squarely in front of the public's eye 
our people won't do anything to spoil their traJi-
tion .. -- Sure it's subtle, but it works."' 
3. The Role of the Supervisor in a 
Morale Building Program 
2/ 
Importance ££. good suEervision.-- Experimental studies-
indicate that the quality of supervision exercises a signifi-
cant influence upon employee production, satisfaction and 
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morale. Employees of the Florida Power and Light Company 
registered a demand for higher wages. In a survey which fol-
lowed this demand investigators determined that what employees 
actually wanted was more consideration by and better treatment 
from the supervisory force. 
1/This statement is quoted directly from a personnel represen-
tative of a company represented in this thesis. The Company's 
Legal Department has released the remarks, only on the condi-
tion that the Company remain incognito. (For reference pur-
poses, this organization shall be called Company N. ). 
2/Viteles, ££• cit., p. 325. 
3/L. Baulder and D. G. Patterson, "Social Status of \·lomen 's 
Occupations, 11 Occupations (1948) 26:421-23. 
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1/ 
A survey was conducted by the Survey Research Center of 
the University of Michigan on the absenteeism of a large group 1 
of male office workers. Sixty-nine per cent of those who had 
an absence rate of not more than one day in a six months period j 
stated that they always felt free to talk things over with 
their supervisor. The proportion of those who gave the same 
reply, but who had an absence record of at least four days in 
the six months period was only twenty-nine per cent. 
Other studies show that the quality of supervision con-
stitutes a major factor in determining the level of employee 
morale. 
2/ 
Rouser- reports that in any department, the average morale 
scores reflect, primarily, differences in the ability of sub-
executives in winning the favor and confidence of employees. 
3/ 
in the Kimberly-Clark Corporation, a study showed favorable 
I 
attitudes present in tvrenty-nine per cent of the employees in 
Department A. In Department B, with similar working conditions, 
favorable attitudes were reported as present in seventy-one 
per cent of the employees. An intimate study of the attitudes 
and conditions of the two groups left no doubt that the one 
outstanding causal influence was the unfortunate supervision 
in Department A. 
yo. Katz and R. 1. Kahn, "Some Recent Findings in Human Rela-
tions Research," Surve~ Research Center Monograph, University 
of Mic higan, 1952, p. • 
~/J. D. Houser, What~ Employee Thinks, Harvard University 
Press, Cambridge, Mass., 1927, p. 119. 
,3./H. w. Kornhauser and A. A. Sharp, "Employee Attitudes," Per-
sonnel Journal (~932) 10:395-99. 
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1/ 
A study- of eight thousand non-supervisory employees and 
seven hundred and fifty of their immediate supervisors in a 
public utility demonstrates that supervisory attitudes and 
conduct are determiners of job satisfaction and morale. Re-
lationships were found between employees' satisfactions and 
such supervisory variables as: 
(a) The degree to which the supervisor is concerned 
with the employees as individuals. 
(b) The type of recognition given by the supervisor 
for good work. 
(c) The extent of supervisory encouragement of employee 
participation in decision making. 
(d) The degree to which supervisors take sides with 
employees or management in conflicts between them. 
2/ 
Elliott~ reports that when an employee describes the kind 
of boss he '\vants, he emphasizes the need for frequent praise, p 
constructive criticism, personal interest, sincere considera- 11 
tion for his ideas, and advance knowledge of changes before 
they are made. 
3/ 
Such findings confirm an earlier investigation 
by Hoppock, in his study of job satisfaction, that an employee 
.1/D. c. Peltz, "The Effect of Supervisory Attitudes and Prac-
tices on Employee Satisfactions,"' American Journal of Psycholo- I 
gy (1949) 4:283-84. --
2/T. A. Elliott, ttvJhat Bosses and Workers Want, n Personnel 
Journal (1950) 28:272-273. 
l/R. Hoppock, QQ• £11., p. 87. 
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wants a fair-minded boss to understand his problems, to answer 
his questions, and to give consideration to his needs. 
1/ 
Gardiner- observes that throughout industry, employees 
seem to be looking upward with their attention focused on the 
people above them, especially their boss. Each employee is 
concerned with what his superior thinks about him. He wonders 
if his work is satisfactory, if he makes a good appearance, 
if his boss t hinks he talks too much or not enough, and if he 
is doing the quality of work that is expected of him. 
Supervisory Techniques for Building Morale.-- The super-
visor is, in a sense, the key man on the administration's 
2/ 
morale building team. His ability- to handle difficulties, 
human and concrete, determines the degree to which all employees 
. I 
are willing "to hit the ball.n The authors will now revie'v 
the practices used by supervisors in big business and industry 11 
' 
which carry out the morale building philosophy of the adminis-
tration. 
1. Use intelli~nt leadership.-- It has taken an unbelieve-
- I 
able length of time for management to learn that no man can 
work effectively under fear and threats, and that no man can 
give himself fully to his job if he hates or fears his boss. 
1/B. B. Gardiner, Human Relations in Industry, R. D. Irwin Co. 
New York, 1946, p. 9. 
2/nsupervisor's Manual,'t Western Electric Company, .QE.• ill_., 
p. 10. 
3_/ltl. E. Parker and R. w. Kleemeier, ..2.£• ill·, p. 408. 
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Men may submit to force and fear, but always unwillingly. They 
may go through the motions of follovring orders, but they do so 
grudgingly. Under a philosophy of driving and dominant super-
vision, workers are never cooperative--they are never team 
1/ 
workers. "Dictators- may have headship, but they do not have 
leadership." A supervisor who has earned the status of leader 
2/ 
among his men is in their eyes, n •••• a great guy- to work for. 
3/ 
They'd go through anything for him. u A good leader is firm, 
yet his men make consistently better records because he in-
spires confidence in them. 
lr! 
There can be no leadership- in isolation. No one can 
lead by remote control. A good supervisor mingles with his 
men and talks and works with them constantly. The supervisor 
who sits in his office and attempts to control and lead his 
people by means of reports and records can never lead. The 
supervisor who most adequately achieves production goals gives 
more and more time to supervision and less and less time to 
2.1 paperwork. The United States Army Air Force describes this 
procedure as Operation-Shun-the-Desk. Wing and group Commanders 
1/W. E. Parker and R. W. Kleemeier, Q2• cit., p. 408. 
2/Ibid., p. 409. 
3,/"0utline of a Program to Raise Morale,•t United States Army 
Air Force, Mimeographed Bulletin, Washington, D.c., 1954, p. 3. 
4/D. Katz, ttMorale and :Motivation," Current Trends_ .i£ Indus- 1 trial Psycholog~, University of Pittsburg Press, Pittsburg, Pa. 
1949, pp. 148-1 o. 
2/U.S.A.F., Mimeographed Bulletin, ££• cit., p. 4. 
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endeavor to spend not more than three hours per day in their 
offices. This plan has spread down, throughout the organiza-
tion, with excellent results. Obvious improvements in super-
vision, effectiveness of operation, and generation of produc-
tive ideas have been noticeable throughout the bases. 
1/ 
The high producing supervisor- tends to demonstrate his 
leadership by delegating responsibility, in other words, he 
supervises the details of the job less closely than do low pro-
ducing supervisors. This approach provides the supervisor with 
the time required to pay attention to employees as individuals. ' 
This willingness to delegate authority is one of the out-
standing qualities of good leadership. It provides the super-
visor with an excellent means of satisfying the ego-involved 
needs and gratifying the desire for prestige of his subordin-
2/ 
ates. The United States Army Air Force- has found that the 
best vray to enhance the prestige of subordinates is by dele-
gating to them more authority and responsibility all the way 
dmm the line. Men '\oJ"ho accept and properly utilize delegated 
authority automatically acquire prestige. Frequently, men who 
displayed little outward evidence of leadership potential 
turned out to be effective leaders when given responsibility. 
The Air Force found that this policy helps to combat a natural 
1/D. Katz and R. L. Kahn, nHuman Organization and \Vorker Mo-
tivation," in Industrial Productivit_y, L. R. Tripp, (Ed.), In-
dustrial Relations Research Association, Had is on, \visconsin, 
1951, pp. 153-155. 
2/U.S.A.F., Mimeographed Bulletin, QQ• cit., pp. 3~. 
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tendency to rely on the next one up the ladder for solutions 
to a common problem. 
2. ~ employees where they stand.-- An astonishingly 
1/ 
large number- of people are not sure of what their supervisors 
think of their work. This can very well cause damaging results 
for the employee. It can induce lost time through thinking 
about personal situations instead of the job to be done. It 
may result in a serious feeling of insecurity that prevents 
the person from doing his job as well as he knows hovr. He may 
become jittery and tired. "The shame of it is that the man 
usually has the approval of his superiors, but they have talten 
the easy way and assumed that he realized that 'no news is good 
2/ 
news.' " Most likely the supervisor has merely overlooked giv-
ing the employee the assurance of approval that everyone needs. 1 
3/ 
In viei.v of the fact that humans are not perfect, all su-
pervisors must occasionally criticise. However, when these 
criticisms are not able to be seen against a background of gen-
eral approval, they create disturbing and damaging doubts in an 
employee's mind. Good supervisors know that constructive criti~ 
cism is one of the most powerful ways of helping an employee to 
1/ttDo You KNOW That They Know?tt United States Federal Security 
Agencyi Supervision and Management Series, No. 6, vJashington, 
D.c., 948, pp. 3-5. 
gjibid.' p. 4. 
3/Interviei.v between the authors and Miss Rose M~ Kane, General 
Traffic Staff Assistant, Personnel Department, New England Tele-
phone and Telegraph Co., December, 1954. 
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do a better job. Pointing out strengths to an employee does y 
not close the door on criticism. It makes it easier to cor-
rect an employee and, at the same time, makes the criticism 
more effective. The supervisor can discuss a worker's short 
2/ 
comings if the following conditions are present:-
nl. vJhen the employee has confidence that the 
supervisor knows in detail how satisfactorily 
he is doing the various parts of his job. 
2. When the supervisor discusses specific points, 
rather than generalities. 
3. When the supervisor deals with performance on 
specific parts of the job, rather than with 
abstract personal qualities. 
4. vJhen the supervisor has demonstrated that he 
is not interested in finding fault, but is 
very much interested in helping the employee 
to become increasingly successful.," 
3/ 
When the supervisor takes the time to evaluate a man's 
work with him, it implies that this man is doing something 
worthwhile and that it is important that he does it 11ell. 
This opinion is strongly felt by Socony-Vacuum Oil Company Inc. 
4/ 
An excerpt- from their ttperiodic Personal Discussion Guiden 
states: 
l/11Do You KI'ifOW That They Know,u £12• cit., p. 6. 
2/Ib id. , p. 7. 
,1/Alfred J. Lateiner, ~ Techniques .Q1 Supervision, National 
Foremen's Institute, Inc., New London, Conn., 1954, p. 8. 
4/ttPeriodic Personal Discussion Guide,n Domestic Marketing De- ' 
partment, Socony-Vacuum Oil co. Inc., July, 19~, p. 3. 
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"Your people have the same human desires and 
needs that all of us have. vle all want that sense of 
emotional security that comes from having a definite 
knowledge, at all times, as to hmv we are doing, haw 
we stand with our supervisors and how we stand with 
the company. This is the kin~ of feeling that helps 
us release our full resources of energy, ability, and 
imagination, and stimulates us to do a better job. 
\ve '"ant a sense of worthwhileness, recognition as an 
individual human being, and the feeling that we and 
our vmrk are useful, appreciated, and important. 
There is no better and more natural way of satisfying 
the basic human needs than by having well planned per-
sonal discussions with your people from time to time. 
Human development is a continuous process which points 
to the necessity of having a personal discus sion, not just once, but of ten. The length of the iil between 
period is best determined by your o'·m judgment. The 
planned personal discussion does not, of course; pre-
clude the use of informal, day to day, citations of 
strengths and suggestions for improvements. These 
should take place at all times as the supervisor per-
forms his daily tasks. 
1/ 
3. ~ your ~·-- There are two principal ways- through 
which a supervisor can learn about his people. These are by 
observing and listening. It is a well-known fact that no two 
witnesses report the same scene in exactly the same way. The 
reason for their differences in opinion lies in the fact that 
the observers and listeners perceive and interpret 'vhat they 
see and hear in the light of their own personal experiences 
I 
I 
and previously developed attitudes. Attitudes continually con- I 
trol opinions and prejudices and limit the interpretation of 
what is seen and observed. 
1/ w. E. Parker and R. W. Kleemeier, ££• £11., pp. 59-60. 
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A good supervisor practices what scientists call observ-
ing objectively. This means that personal biases should be 
eliminated. The supervisor must search for facts and weigh 11 
them and evaluate the work of his subordinates on the basis o:f 
what they produce and not on personal opinion. 
1/ 
A supervisor- can also learn to know his men by practic-
ing the art of listening. Employees gain respect for their 
supervisors and confidence in themselves when they feel free 
to discuss their problems, ideas, frustrations, and hopes with 
their superiors. If the employee is given an opportunity to 
express himself, the supervisor can study the attitude of the 
man, discover v.rhat he is really thinking about, and gain time 
to decide on a course of action. In a sense, a supervisor who 
I 
I is a good listener acts as a safety valve for his employees and 1 
can prevent many minor situations from becoming serious griev-
ances and paralyzing frustrations. y 
The follovring are some brief rules which the Western 
Electric Company and the American Telephone and Telegraph Com-
pany, Inc. have developed to help their supervisors to become 
better listeners: 
1. Listen to the employee in a patient and friendly 
manner. 
2. Do not argue or find fault with the employee. 
1/"Period.ic Personal Discussion Guide," Socony-Vacuum Oil co., 
Inc., ££• £11., P• 9. 
2/"Human Relations Program, n lies tern Electric Co., .Q12.• cit., 
Chapter 4, pp. 7-9. 
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3. Minimize any display of authority. 
4. Be more concerned with the thought that the 
employee is trying to express than with the 
question whether the statements he makes are 
true or false. 
5. Be more concerned with his thoughts and feelings 
than with the question whether his reasoning is 
logical or illogical. 
6. The supervisor should talk only under certain 
conditions: 
(a) To help the employee talk. 
(b) To relieve any fears or anxieties which 
may affect what he has to say. 
(c) Praise the employee for reporting his 
thoughts and feelings,i.e.' ur 'm glad you 
told me that, etc.u 
(d) Respond in such a way as to encot~age further 
expression by the employee as 1o1ell as to re-
flect the total content of his statement. 
1/ 
4. Encourage ideas.-- At one time,- it was considered a 
sign of 1'1eakness for a superior to ackn01vledge the fact that 
ne\·l ideas vrere coming from employees. Hanagement felt that 
ideas should come from the junior executives who were being 
paid to think and plan. Knowing, however, that many of the 
best ideas came from the men on the job, supervisors were on 
the alert for suggestions from subordinates. The natural re-
sult was that supervisors, in order to save face, took ideas, 
perhaps revising them a little, and passed them on to upper 
levels as their own. 
1/vl. E. Parker and R. w. Kleemeier, .Qll· cit., p. 419. 
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This kind of forced intellectual dishonesty had a crippling 
effect on workers 1 morale. Employees 1 sense of personal vTOrth, 
their faith in the company, their need for recognition, and 
their standards of fair play were shattered. 
"' •••• To combat th.is demoralizing situation, we 
encourage our supervisors to urge employees to 
use the Suggestion System. We do this by imply-
ing that we feel that the quality of supervision 1/ 
is higher 'YThere men do more constructive thinking.n 
2/ 
5. ~ consistent discipline.-- Rules- are to an organiza-
tion what laws are to a society. They are for the protection 
of the members and are enforced for the good of all concerned. 
New rules should be explained to the group in the light of 
these principles. Morale will suffer if the supervisor is 
not consistent in enforcing rules. Employees will gripe and 
will be dissatisfied if there is even the slightest departure 
from policy in enforcing rules or if there are "special cases.tt 
3./ 
6. Reprimand skillfully.-- Scientific investigation re-
garding the value of reprimands as incentives for better work 
reveal some important facts for supervisors. According to 
these studies, reprimands given in private with constructive 
suggestions for improvement can cause desirable changes in 
work patterns. Private or public ridicule, private or public 
1/Interviei.v by the authors vri th Mr. vl. s. Hughes, Representa-
tive of the Socony-Vacuum Oil Co., Inc., December, 1954. 
2/Vl. E. Parker and R. \v. Kleemeier, .Ql?.• ill•, p. 243. 
l/H. Moore, Psychology for Business and Industry, Second Edi-
tion, NcGraw-Hill Co., NeW York, 1942, p. 272. 
sarcasm, hmvever, injure the ego, bring resentment, and lovrer 
1/ 
an individual's morale. The following- are a few suggestions 
' for correcting employees skillfully: 
1. Consider the personality and attitudes 
of the man. 
2. Be sure your attitude is one of genuine 
helpfulness. 
3. Get all the facts first. 
4. Share the responsibility for an error. 
5. Do not belittle the man. 
6. Be tactful. 
7. Do not display emotion. 
8. Criticise constructively. 
7. Issue orders skillfully.-- An employee's sense of se-2;---· -
curity- is seriously damaged if he does not know exactly what 
his boss wants him to do. However, vlhen the supervisor phrases 
his orders clearly in a language which the employee understands, 
and when he gives logical reason for the orders, he usually 
gains cooperation from his men. The following are a few of 
the most common errors in issuing orders: 
1. Too many issued at once 
2. Too much detail 
3. Too many dictatorial commands 
1/W. E. Parker and R. W. Kleemeier, 2£• £11., p. 236. 
2/Ibid., p. 235. 
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-
1/ 
8. Analyze grievances and complaints.-- The skillful-
handling of grievances and complaints is a very important 
factor in securing good morale. When an employee has a griev-
ance, he usually broods over it and becomes distracted. Even 
if he does express his grievance in the form of an open com-
plaint, he may not say exactly what is bothering him. The 
skillful supervisor will do his utmost to analyze every com-
plaint and \'lOrk closely 1.vi th the employee until the real cause 
is found. Very often, employees express complaints about work-
ing conditions vnthout actually recognizing the real cause of 
the grievance. It may stem from the work situation, but it 
can arise from conditions outside the plant as well. Griev-
ances can arise from many situations,--to cite just two ex-
amples; (1) the frustrations of a young college graduate who' 
feels that he should have high executive rating or (2) the 
pressures of a family which wants "to keep up 1.vith the Joneses. n 
The effective supervisor will give the man friendly help by 
listening and suggesting. Thus he may stop a minor complaint 
from taking on serious demoralizing proportions. If an em-
ployee is not heard through by his supervisor, he will surely 
gripe about his complaint to his associates. 
In addition to these suggestions for building morale 
through the supervisory force, \vestern Electric Co. has pre-
pared a list of practices which supervisors should seek to 
1/nsupervisors' Jvianual,u Western Electric Co., 2.12.• cit., Chap-
ter 1, pp. 3-6 .. 
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1/ 
eliminate in order to keep morale at a high peak:-
1. Neglecting to correct uncomfortable physical 
conditions surrounding the job. 
2. Placing men on jobs for which they are not 
fitted. 
3. Placing men together who irritate each other. 
Some personalities clash. 
4. Transferring an employee to another location 
without a reasonable notice l 1.•Ti thout explaining 
the reason, or without lett1ng him know if his 
vrork has been satisfactory. 
5. Failing to recognize the varying importance 
which workers attach to different jobs, when 
making transfers. 
6. Expecting an employee -to be able to do a job 
after he has been told or sho1.m only once. 
Many simple appearing jobs seem complicated 
to the learner. 
7. Assuming that a transferred employee knows 
hmv to do a new job without instruction. 
8. Speaking in technical or shop terms to an 
employee who is new on the job, \vi thout ex-
plaining what they mean. 
9. Allowing an employee who is new on the job to 
repeat his mistakes, instead of discovering 
and correcting them early, before they become 
habit. 
10. Leaving a new or transferred worker alone so 
long \vi th a job he does not fully understand, 
that he becomes discouraged. 
11. Ignoring a new employee's complaint, or handling 
it vlith snap judgment. 
12. Failing to make provisions for, and neglecting to 
attend to, persons unduly preoccupied with per-
sonal problems. 
1/n Supervisors 1 Nanual," Western Electric Co., .2.12• ill•, 
pp. 97-99. 
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13. Ignoring the unwritten customs or rules of 
behavior which have grown up with the group. 
14. Making the practices of the so-called out-
standing operator, the rule-of-thumb for all. 
15. Being ntoo busy" to listen to a timid em-
ployee when he has mustered his courage to 
tell his problem to his supervisor. 
16. Becoming so absorbed in his own problems that 
he seems "high-hatu to his employees, even if 
he doesn't mean it. 
17. Leaving a worker on one job for a long time, 
without explaining his chances for promotion 
or up-grading. 
18. Leaving a worker alone for long periods with-
out a friendly word from his supervisor. 
19. Neglecting to speak a word of appreciation for 
a job well done. 
20. Making much of .a man's errors and keeping still 
about his success. 
21. Treating all individuals alike, regardless of 
their different backgrounds of experience and 
different natural characteristics. 
l 7_6 
'I 
I 
I 
22. Treating all individuals as you want to be ~~ 
treated, instead of trying to understand each 
of them well enough to know how he would rather 
be treated. He may not be like you at all. 
23. Taking credit for an employee's suggestions. 
(A Supervisor cannot evolve for himself all 
the ideas he can use.). 
24. Giving orders without giving reasons. 
25. Giving too many orders at once, too close to 
the day of intended enforcement. 
26. Making a fuss over a well meaning employee's mis-
take, instead of calmly helping him to figure out 
how he can avoid it next time. 
il 
27. Reprimanding a man in the presence of other 
people. 
28. Threatening a worker, either directly or 
indirectly, or playing fear on his job. 
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CHAPTER IV 
RESULTS OF THE INTERVIEWS 
1. Introduction 
In order to determine the extent to which the philosophy 
II 
I 
I 
of and the techniques for morale building described in Chapters . 
II and III are actually practiced in business and industry, 
the authors interviewed representatives of nine major companies. , 
The following were the criteria used in selecting the companies: 
1. The service or product of the company had to be of 
vital importance to our society. 
2. Some of the companies had to have national scope and 
some had to have regional, in order to determine whether or not 
the scope of the company has any bearing on the extent of the 1 
company's morale building program. J 
3. The companies had to have branches in the Ne1v England 
region, in order for them to be accessible to the authors for II 
the interviews. 
1/ 
Letters- \·rere sent to fifteen companies which complied 
with these criteria inviting them to participate in this study. 
Nine companies accepted the invitation, and appointments were 
made with their top management officials. These are the com-
panies of national scope: 
1/See Appendix. 
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1. American Airlines Inc. 
2. Socony-Vacuum Oil co., Inc. 
3. Western Electric Co., Inc. 
4. General Electric co., Inc. 
5. General Motors Co., Tnc. 
6. American Telephone and Telegraph Co., Inc. 
through its subsidiary Company, The Ne'-1 
England Telephone and Telegraph Company Inc •. 
These are the companies of regional scope: 
1. Boston Edison Co., Inc. 
2. John Hancock Insurance Co. Inc. 
3. New England Power and Light Co. Inc. 
2-. Procedure 
The procedure employed was that of a guided interview, in 
that certain key questions of great latitude vrere asked of each 11 
representative to which they responded freely. The participants! 
were not restricted as to the order in which they discussed the 
various parts of their company's morale building program. 
Since the participating organizations have many branches, it 
must be noted that the personnel policies and morale building 
programs described here are those used throughout the company. 
No local features are discussed in this chapter. 
The authors guarded scrupulously against the use of 
I 
I 
I 
I 
II 
"loadedtt questions which ,.,rould result in pre-determined anS\vers. 
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and thus destroy the validity of this study. The questions 
asked of all participating representatives were these: 
1. ~fuat is the philosophy of personnel relations of 
your company? 
2. Does your company have a program designed specifical-
ly .to build morale? 
3. What are the tecnhiques used by your company to ac-
complish this program? 
The authors realized that Question three could be answered I 
only if the ans'\lrer to Question t wo were in the affirmative. In ' 
all cases it was; hence, Question three was answered by all 
participants. The interviews were from two to three hours in 
' length, and all representatives allowed time for certain state-
ments to be quoted directly. All of the direct quotations 
were submitted to the legal departments of the various com-
panies for approval. The statements of the philosophies of 
personnel relations and a fe'v of the specific techniques for 
building morale were released with the condition that the name 
of the company remain unknown. With the exception of those 
techniques which appear coded in Chapter III, the complete 
morale building programs of the participating companies will 
be identified in this chapter by the Company's name. The al-
phabetical letters used in this Chapter to differentiate the 
. 
philosophies of personnel relations do not correspond in any 
\•ray to the order in which the programs are presented. 
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Company A. 
3. Philosophies of Personnel Relations 
of the Participating Companies 
nwe believe that our personnel are the most im-
portant part of our business. We spend money on things, 
but this does no good if our employees aren't cared for. 
We regard our people as humans with desires and hopes. 
We try to instill this philosophy into our supervisors. 
We realize that good personnel practices must originate 
at and filter do~m from the top if the whole company 
is to be a happy family ... 
Company 12,. 
nr suppose there are a lot of high falutin ways 
to put it, but when it comes right down to it--high 
morale is high efficiency. vle employ eighty-five 
thousand 1.vorkers '\'lho bring a vi tal service to eleven 
million people. Those workers have to pull as a team, 
because that service has to be efficient.tt 
Company .Q.. 
nThe •••• Company is the people who work for it. 
Their quality of work is the Company's quality of ser-
vice. Naturally we do all we can to create a happy and 
secure working climate. We're in a competitive business 
you know, and it's superior service that keeps us ahead 
in the race. We've learned to be sensitive to this mo-
rale building business around here. It's important to 
us, and we watch it like a forecaster watches a barometer. 
The only happy difference is that we can do something if 
we see morale slipping; the poor weather fellow has his 
hands tied.n 
Company D. 
"Our business is unique in that it calls on the em-
ployees to give their all when they perform their tasks. 
'f.rJe do everything in our po'\ver to see to it that the at-
mosphere is relaxed and pleasant. We cannot afford to 
have them work under avoidable tension. Relaxed per-
sonnel is a matter of life or death here.lt 
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Company E. 
nThis Company has grmvn to enormous proportions.., 
Our building here and its employees are only a frac-
tional part of our bigness. We must provide a sense 
of unity if we are to have the Home Office and field 
representatives function effectively." 
Company F. 
'•Because our organization has adopted a modern, 
decentralized type plan for operation, it is of vital 
importance that ·v;e keep our men and women impressed 
vri th the importance of the individual contribution to 
the "lvhole picture. \ve have what "lve think is a pretty 
well clarified personnel policy. It is designed to 
keep morale and efficiency at a high peak. This is 
how we achieve production goals.n 
Company G. 
n~ve deal 1vi th people through people. In that 
sense we are a highly personal organization. Our 
product is efficient service. It is produced by the 
total of each individual's efficiency. 14'e don't fail 
because our employees don't fail us. Our Personnel 
Department and its morale building activities are re-
sponsible for our remarkable record.u 
Company H. 
"The 1vork 1.-re are doing now is national importance. 
1:le 1>10rk at high speed here. \ve have to focus our at-
tention on the human elements or we'd lose their in-
terest and their speed. Our supervisors, by their 
mood, manner and sincerity, \vork constantly to chan-
nel these human elements into a realization of their 
importance as individuals--to themselves, to us, and 
novr to the national welfare.n 
Company .I• 
n~·le 're proud of our personnel activities. .After 
all you might say that we are pioneers in the field. 
vle haven't done it all, of course, but we certainly 
can say that we were leaders in recognizing the human 
factor and its potential force if harnessed properly.tt 
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4. Findings of the Interviews 
I. Company: American Airlines Inc. 
Representative: Mr. Richard Holman, Manager of 
Supervisory Training 
Place: 
~: 
Boston, Massachusetts 
December, 195lt-
A. Benefit Program 
1. The Company provides vacations and holidays 
with pay. 
2. Employees are allm-red free transportation on 
the airline. 
3. The Company and the employees pay jointly for 
a hospitalization program, life insurance 
policy, and retirement program. 
B. Service Recognition Awards 
1. \Vhen an employee completes the orientation 
program, he is given a silver pin. 
2. A gold pin is presented after five years of 
service. 
3. A small diamond is added to the gold pin 
after ten years of service. 
4. A ruby is added to this pin after fifteen 
years of service. Because the industry is 
a ne1.v one, no standardized provisions have 
been made as yet for recognition of twenty 
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or more years of service. 
5. Certificates are presented with each pin. 
6. Awards for service up to ten years are made 
by the person's immediate supervisor, and by 
the Regional Vice-President thereafter. 
C. Distinguished Service Awards 
1. The Company presents a special award to 
employees who have shown valor or merit 
above and beyond the call of duty. 
2. Any employee may be nominated for this 
special avrard. A board of Company officials 
meets twice a year and awards pins to the 
chosen nominees. 
D. Suggestion System 
1. Blanks, drop-in boxes, and an investigating 
committee are used. 
2. A letter is sent to the originator of the 
idea upon receipt of the suggestion. 
3. A cash award, a certificate, and a citation 
in the Company periodical, ttThe Flagship News, tt 
are given to each person who creates an ac-
cepted idea. 
4. The reason why a suggestion is not accepted is 
explained in a letter which is sent to the per-
son who submitted the idea. 
-1==-
E. Staff Training_ 
1. Each department trains its new employees. 
Part of the program is devoted to Company 
orientation and part to specific job training. 
2. All training is done on Company time. 
F. Supervisory Training 
1. Supervisors are selected to attend courses 
designed to cause a smoothly operating Com-
pany. 
2. The emphasis of these courses is on human 
relations. 
G. Managerial Training 
1. Candidates are chosen from the staff and 
from college graduate recruitment. 
2. The program is planned on a two-year basis. 
The trainees are paid a salary while they 
are training. 
3. Those who complete the program are given 
executive positions. 
H. Policy Dissemination 
1. Handbooks are given to all staff members. 
2. All supervisors are given looseleaf manuals 
which contain Company policy. 
3. There is a Company newspaper, ttThe Flagship 
News. 11 
' 4. The Company makes frequent use of nevrsletters. 
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I. Personal Discussions 
1. Supervisors are instructed to praise and 
correct employees at all times. 
2. A progress report is made by the supervisor 
with the employee's knO\vledge of its con-
tents. These reports are made prior to each 
automatic pay increase. 
3. Supervisory and Management Conferences . 
1. These are held every two weeks, in order to 
keep supervisors informed about management's 
operations. 
2. No more than eight people participate in each 
conference. 
K. Staff Conferences.-- These are held following each 
supervisory-management conference. This gives 
the supervisors a chance to pass dovm the in-
formation presented by the administration. 
L. Publicity 
1. A series of ads are presented in the public 
press and national periodicals each year speci-
fically for morale building purposes. 
2. They contain pictures of employees at i;lork ".ri th 
an explanatory statement about their excellence 
of workmanship and efficient performance of duty. 
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M. ~ Periods 
1. In maintenance and office work rest periods 
are given in the middle of the morning and 
afternoon for the purpose of giving employees 
a chance to relax. 
2. Coffee breaks are allo-vred vri thout a standardized 
procedure for the airplane crews. 
N. Special Features 
1. uniforms of Company design are worn by per-
sonnel. 
2. The .American Airlines insignia appears on all 
articles belonging to the Company. 
o. Retirement Festivities .• -- A dinner is held for 
employees upon their retirement. 
P. Retirement Information.-- FUture plans and retirement 
pensions are discussed during the year before 
the employee retires. 
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II. Company _: General Motors Company 
Representative: Mr. c. F. Young, Personnel Director,BOP, 
Framingham, Massachusetts Place: 
~-=· January, 1955 
A. Induction Program 
1. Employees are hired from the local area if 
possible. 
2. The foreman shares in the hiring of an employee. 
3. A nevr employee is introduced to his fellow-
workers by his foreman. 
4. The Company does all in its power to help the 
new employee feel vrelcome and a member of the 
family. 
B. Benefit. Program.-- Life insurance and Blue Cross are 
jointly paid for by the Company and the employee. 
c. Personal Discussions.-- nThey are carried on continu-
ously rather than in one package.u Employees 
may have several personal discussions with the 
supervisors each year, not necessarily just one, 
at an arranged time. 
D. Company Clubs 
1. The Company sponsors clubs such as, baseball, 
golf, bowling, and tennis, when there is an in-
terest by the employees. 
2. There is an annual Company picnic at an amusement 
area. "This outing is _mostly _paid for by the 
• 
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Company.n 
E. Supervisory Training 
1. Courses are given continuously in areas where 
they are needed. 
2. All types of courses are given. 
3. The emphasis of supervisory training courses is 
on human relations and communications. 
~. Courses come from the General Motors Institute 
and are revised by the Personnel Department to 
suit the plant. 
F.~ Periods 
1. Rest periods are given in the middle of the 
morning and afternoon. 
2. The purpose of the rest is to increase efficiency. 
3. Refreshments are available. 
G. Policy Dissemination 
1. Handbooks are given to the staff. 
2. There is a Company newspaper and magazine. 
3. There are occasional newsletters. 
~. All pol icy dissemination is under the direction 
of the Personnel Department. 
H. Service Recognition Awards 
1. The first pin is given after ten years of ser-
vice and at five year intervals thereafter. 
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2. After twenty-five years, a pin and a vratch are 
given. The employee also becomes a member of 
the Twenty-Five Year Q1E£. 
3. After thirty years a pin with a diamond is given. 
4. After thirty-five years a pin with two diamonds 
is given. 
5. A congratulatory letter is sent to the employee's 
home and arrives on each fifth anniversary, fol-
lowing the first ten years of service. 
6. Luncheons are held, beginning with the t'..renty-
fifth year of service, and every five years 
tpereafter. 
I. Retirement Information 
1. An interviewer starts getting the employee ready '1 
mentally, one year ahead of retirement. 
2. Pension information is fully explained and is 
always available. 
J. Suggestion System 
1. Blanks, drop-in boxes, and a Suggestion Depart-
ment, which investigates and tests all ideas, 
are used. 
2. Money a'\vards and letters are given for accepted 
suggestions. 
3. The reason why a suggestion is not accepted is 
explained to the one vrho submits it. (Thirty 
thousand ne'v suggestions are adopted annually.) 
- -=-"--------=--
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K. Managerial Training Program 
1. The General Motors Institute at Flint, Michigan, 
trains executive personnel expressly for posi-
tions in the Company. 
2. Graduates receive a Bachelor of Science Degree 
in Engineering. 
L. Retirement Festivities 
1. A banquet is held for employees upon their re-
tirement. 
2. A plaque of appreciation and recognition is 
awarded at the banquet. 
M. Publicity.-- This company emphasizes the importance 
of the worker through its national advertising 
campaigns. 
N. Medical Facilities 
1. Nurses are employed on a full time basis, and 
doctors are employed on a part time basis. 
2. There is a well equipped first aid room. 
3. This medical staff treats the daily ills and 
on the job accidents of employees. 
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IIT. Company: New England Electric co. Inc. 
Mr. John Ahern, Vice-President 
Boston, Massachusetts 
December, 1954 
Representative: 
Place: 
Date: 
A. Benefit Program.-- Life insurance, an annuity, and 
Blue Cross and Blue Shield protection are paid 
for by the Company. 
B. Supervisory Training_ 
1. Training courses for supervisors are sponsored 
by the Company and given on Company time. 
2. Instructors are brought in from near-by colleges 
to give the courses. 
3. The emphasis in these courses is placed on 
human relations and communications. 
c. Suggestion System 
1. Blanks, drop-in boxes,and investigating com-
mittees are used. 
2. Money awards are given. 
3. The reason why a suggestion is not accepted is 
explained. 
D. Policy Dissemination 
1. Handbooks are given to the staff. 
2. There is a Company magazine and nev1spaper. 
3. 'tfuen the employee is first hired, the present 
policies are thoroughly explained. 
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E. Supervisory Conferences.-- These are held when neces-
sary, at least once a month. 
F. Staff Conferences.-- These are informal and governed 
by the department heads. They are held on a 
bi-monthly basis. 
G. Service Recognition Awards 
1. 'Pins are given after five years of service, and 
at five year intervals thereafter. 
2. The type of base metal (silver or gold), and 
the jewel decoration change, as the years of 
service in the company increase. 
3. After twenty-five years a cash bonus as well as 
a luncheon are given. Friends may be invited. 
H. Publicity 
1. The Company sponsors a series of ads in the 
public newspapers. 
2. "The \-rhole message us1.:tally comes from the 
employees.u 
3. The end-of-the-year ad in public newspapers 
centers around all the amployees. 
I. Security 
1. Employees are impressed by the Company vlith the 
security which a utility company offers its 
people. 
2. Employees are impressed with the fact that their 
wages are higher or equal to those paid in the 
I 
I 
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the nation for the same type of work. 
J. Retirement Festivities.-- A festive banquet is held 
for an employee upon his retirement. He is 
given his final pin and a plaque by the Company, 
and a gift by his fellow associates. 
K. ~Periods 
1. Fifteen minutes in the middle of the morning 
and afternoon are given. 
2. Refreshments are available. 
3. Smoking is permitted during the day at work, 
wherever safety permits, to prevent loss of 
time by trips to the smoking area. 
L. Retirement Information.-- The pension plan is explained 
fully to employees one year before their retire-
ment. 
IV. Company: John Hancock Life Insurance Company 
Hiss Helen Kroepschi Administrative 
Assistant, Personne Department 
Representative: 
Place: Boston, Massachusetts 
December, 1954 
A. Supervisory Training 
1. Each department sends its supervisors to Com-
pany-sponsored courses. 
2. Courses on every phase of supervision are given. 
3. Techniques for handling people are given great-
est emphasis in the Human Relations Course. 
4. Classes are limited to twenty, in order to 
insure participation and reaction from members. 
B. Induction Program.-- Each new employee is trained 
specifically for the department in which he 
c. Staff Training 
1. courses are given to employees from time to 
time during their employment with the Company. 
2. Films are shown at frequent intervals, explain-
ing Company functions. 
3. All training is done on Company time. 
4. Each department has a Personnel Representative. 
D. Personal Discussions 
1. A personal conference is held vnth each new em-
ployee at the end of three, four, five, and 
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six months. 
2. A personal conference is held with each employee 
annually to make sure that he knows where he 
stands in management's eyes. 
3. Opportunities for advancement are outlined at 
these personal conferences. 
E. Suggestion System 
1. Blanks, drop-in boxes, and an investigating 
committee are used. 
2. The Suggestion System is limited in that no 
executive may participate. 
3. Money avrards and a letter of con gratulations 
are presented for accepted ideas. 
4. \Vhen the idea is received by the committee, a 
letter of receipt is sent to its originator. 
5. The reason for unaccepted suggestions is ex-
plainedo 
F. Rest Periods 
1. Fifteen minutes in the middle of the morning and 
afternoon are given. 
2. Refreshments are available from a coffee vragon 
in the morning. 
G. Policy Dissemination 
1. Handbooks are given to employees. 
2. uGuidestt are issued to all personnel. 
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3. There is a Company magazine and nevrspaper. 
4. All of these media are published under the direc-
tion of the Personnel Department. 
H. Company .91.'!:!.Q. 
1. The John Hancock Employees' Club, the Federal 
Cooperative Association, is sponsored by the 
Company. 
2. This Club runs a cooperative store for all per-
sonnel. 
3. The profits from the store are used to subsidize 
tickets for all major Boston theatrical and sports 
events for members of the Club. 
4. The Club sponsors a Christmas Party. 
5. The Club also organizes bowling, golf, bridge, 
skating groups, and the like. 
6. An annual variety show is presented in the John 
Hancock Hall by members of the Club. 
I. Service. Recognition Awards 
1. A pin is presented after five, ten, fifteen, 
and twenty years of service. 
2. After twenty-five years of service a silver bowl, 
membership in the Tvlenty-five ~ Club, and a 
diploma are given. 
3. A dinner is held once a year for old and new 
members of the Tvrenty-Five Year Club. 
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3. Retirement Information 
1. A yearly group meeting is held for employees 
who will retire the following year. 
(a) The Pension Plan is explained. 
(b) Post-retirement hobbies are discussed. 
K. Retirement Festivities 
1. There is an annual lu~cheon at the John Hancock 
Building for all retired personnel. 
2. A dinner party is held for the retiring group 
each year. 
3. Gifts are presented, and the F.C.A. makes sure 
the event is festive. 
L. Medical Facilities 
1. Doctors and nurses are on duty during '·rorking 
hours for any daily ills. 
2. Annual physical examinations are given by the 
Company. 
Mr Special Features 
1. The Exit Interview. When an employee is about 
to resign from the Company, he is interviewed 
by the Personnel Department. The Company feels 
that there are many controllable factors which 
cause a person to resign. This gives the Company 
a chance to make adjustments within the organiza-
tion, when lmv morale is the cause of dis sa tis-
faction. 
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2. The Temperament Measure is a standardized test 
which is given at the beginning of employment. 
The Temperament Measure is used by the Personnel 
Department in making wise placement of the em-
ployee, and is also consulted \•Then personal prob-
lems arise. The Company is well aware of the 
fact that many intra-departmental difficulties 
are the result of personality clashes. 
N. Publicity.-- The Company endeavors at all times to im-
press the public with the excellence of the em-
ployees and with their interest in the policy 
holders. 
D. Benefit Program 
1. Life insurance, accidental death insurance, ac-
cident and sickness benefits, hospital and sur-
gical benefits, retirement income, group insur-
ance, and major medical expense insurance are 
provided by the Company. These benefits are paid 
for jointly by the Company and the employee. 
2. There is a trained advisor with whom employees 
may consult about life insurance. 
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v. Company: The Boston Edison Company 
Representative: Mr. James v. MacDonald, Manager o~ 
Advertising and Promotions 
Place: Boston, Massachusetts 
Date: December, 1954 
A. Policy Dissemination.-- The monthly magazine and the 
Company newspaper contain new policies. 
B. Sta~f Training 
1. Courses are given continuously in areas vital to 
Company interest. 
2. Refresher courses are given every three to ~our 
years. 
3. These are given entirely on Company time. 
4. Classes are limited to fifteen members. 
c. Introduction to the Company 
1. Orientation takes one month. 
2. People are placed vthere they are best suited. 
D. Promotions.-- To become a top executive in this Com-
pany, a man must have had twenty years experience 
with the Company. 
E. Staff Conferences 
1. These are held when necessary or at least once 
a month. 
2. The department head is responsible for keeping 
employees in~ormed. 
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F. Security 
1. The Company impresses upon its employees the 
security which public utility employment offers. 
2. The average length of employee service with this 
company is fifteen years. 
3. Employees know that their pay is about the same 
as that of others engaged in similar work. 
G. Emergency Closing Conditions.-- If bad weather, or 
other emergency conditions warrant an early 
closing, the employees are notified at least 
three hours ahead of time. This policy elimin-
ates wasted time by employees 'l.vho become appre-
hensive regarding transportation difficulties 
caused by the emergency. 
H. Medical Facilities 
1. A staff of doctors and nurses is available to 
treat any daily ills. 
2. Annual medical examinations are given to all 
employees. 
I. Publicity.-- The role of the employee in providing 
continuous service to the public is constantly 
stressed through newspaper ads. 
J. Rest Periods 
1. Rest periods are given in the middle of the 
morning and afternoon. 
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2. Smoking is permitted on the job vrhere safety 
permits to prevent loss of time by employees 
taking too many trips to the smoking area. 
K. Safety 
1. The safety of both the employee and his family 
is stressed. 
2. Special safety communications are sent to the 
employees' homes. 
3. The Company feels that by keeping the employee, 
and all members of his family ttsafety conscious, 11 
they maintain higher morale and efficiency. 
L. Company ill::!!Q. 
1. The club of this organization is called the 
Boston Edison Club. 
2. Membership dues are fifty cents for one year. 
3. The activities of the Club are the annual ball, 
a Company Variety Show, and the annual outing. 
M. Benefit Program.-- The Company pays a life insurance 
policy up to ten thousand dollars. 
N. Suggestion System 
1. Blanks, drop-in boxes, and an investigating 
committee are used. 
2. Persons whose ideas are accepted receive a public 
announcement at a Company meeting, follmved by 
time off from work. 
3. The reason why some suggestions are not accepted 
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is explained. 
o. Service Recognition Awards 
1. After one year of service a pin is awarded. 
2. After five years of service and at five year 
intervals thereafter, pins are mvarded. 
3. The pins are al\•rays given by the department 
head, up to thirty-five years of service. 
4. After forty years of service, the President 
the Company presents the pin at a luncheon. 
of 
5. A representative from the Personnel Department 
is always present at these occasions. 
P. Retirement Festivities 
1. Retirement of employees is celebrated at a 
dinner party. 
2. A departure gift and a certificate are presented 
to each retiring person. 
3. A representative from the Personnel Department 
is always present. 
4. Friends of the person retiring are invited. 
Q. Retirement Information 
1. Information about pensions is always available. 
2. Persons retiring usually seek retiring informa-
tion about ten years ahead. 
3. Persons retiring are shovm special consideration 
during the year before retirement. 
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R. Personal Discussions.-- Supervisors are instructed 
to praise or correct employees during their 
daily rounds. 
s. Supervisory Training.-- Conferences are held for 
supervisors at frequent intervals. Supervisors 
are taught how to handle people. 
1~ 
VI, Company: New England Telephone and Telegraph 
Company 
Representative: Miss Rose Kane, General Traffic 
Staff Assistant, Personnel Department 
Place: Boston, Hassachusetts 
December, 1954 
A. Induction Program 
1. Its purpose is to familiarize the new employee 
with the Company. 
2. The function of each type of job is explained. 
3. The function of the new employee's job, in re-
lation to all the others, is explained. 
4. Talks with new employees are consciously spaced 
over a five-month period. 
B. Supervisory Training 
1. Training is entirely on Company time. 
2. Supervisors are chosen from the ranks, on the 
basis of seniority and qualifications. 
3. The courses are developed by the administrators. 
4. The supervisor is trained for his or her specific 
department. 
5. Emphasis is given to human relations and confer-
ence leadership. 
c. Rest Periods.-- Rest periods are given in the middle 
of each working period to relieve fatigue and 
increa se efficiency. 
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D. Policy Dissemination 
1. Policies are explained through handbooks and 
the Company magazine. 
2. Bulletin boards are used for brief messages. 
3. Nevrsletters are used occasionally. 
E. Service Recognition A'I:Tards 
1. After five years of service a pin is given. 
2. After ten years of service stars are added. 
3. After fifteen years of service, and at five 
year intervals thereafter, je1vels are added. 
4. Pins are presented by the District Hanager. 
F. Retirement Information 
1. Five years before an employee is to retire 
the event is discussed vri th him. Nention of 
it is also made one year before retirement. 
2. Six months before the retirement, complete 
information and facts about pensions are 
fully explained. 
G. Personal Discussions 
1. Personal discussions are held with each employee. 
2. The frequency ranges from every week with new 
employees to every five or six vreeks with 
veteran employees. 
H. Supervisory Conferences 
1. These are held weekly with the local supervisory 
staff. 
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2. Intra-unit supervisory conferences are held 
monthly. 
I. Open Door Policy.-- Questions are encouraged at any 
time, and the person who can best answer the 
question is made available. 
J .. Publicity 
1. The role of the employee, providing continuous 
service to the public, is stressed through very 
frequent ads in nationally knOi·m magazines. 
2. The need and importance of the Company's humani-
tarian service is also given much emphasis in 
its advertisements. 
K. Retirement Festivities 
1. Employees are presented vrith a certificate and 
a gift upon retirement. 
2. There is usually a dinner party or a luncheon. 
Friends are invited. 
L. Safety.-- The slogan of the Company regarding safety 
is, trNo job is so imp or tan t, and no service is 
so urgent, that vie cannot take time to perform 
our \•Tork safely." This philosophy is stressed 
to all employees at all times. 
M. Security.-- The employees are impressed vTith the fact 
that they are taught an occupation i.vhich vTill 
serve them throughout their lives, anyv.rhere 
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i:n the United States. 
N. Benefit Program 
1. The Sickness Benefit Program is entirely Com-
pany financed. 
2. Pensions are paid for partly by the Company and 
the employee. 
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VII. Company: The Socony-Vacuum. Oil Company Inc •. 
Mr. William s. Hughes, New England 
Industrial Relations Advisor 
Representative: 
Place: Andover, Nassachusetts 
December, 19_51+ ~= 
A. Supervisory Training.-- Emphasis is placed on htunan 
relations in supervisory training courses. 
B. Personal Discussions 
1. The immediate supervisor holds a personal dis-
cussion with each of his men at least once a 
year. There is no time limit placed on this 
intervie1.-r. 
2. Supervisors are instructed to praise or correct 
employees at all times. 
c. Educational Refund Plan 
1. The Company encourages its employees to take 
courses "'.vhich \-till be of value to them in their 
work, and for promotion purposes. 
2. The Company refunds up to one hundred dollars, 
after the course is completed. 
D. Supervisory Conferences.-- Conferences are held -vreek-
ly and/or monthly, depending on the department. 
E. Staff Conferences.-- Supervisors meet with their 
staff once a month. 
109 
F. Policy Dissemination 
1. Handbooks and newsletters are used. 
2. There is a Company magazine and newspaperw 
G. Transfers 
1. Employees in this Company may be transferred 
at any time. 
2. The possibility of transfer on short notice 
is explained before a person is hired. 
3. The employee is impressed i.vith the fact that a 
transfer usually means a promotion, or a recog-
nition of his special qualifications. 
4. ttWhen an employee is transferred, the Company 
does all the things for him that his 0~1 family 
might under similar circumstances." 
H~ Open ~ Policy.-- If a person wishes to speak to 
a top management official, the appointment is 
made thxough the supervisor. 
I. Informality.-- All employees are encouraged to call 
each other by their first name. 
J. Suggestion System 
1. Blanks, drop-in boxes, and an investigating 
committee are used. 
2. Money awards and a diploma are given for ac-
cepted suggestions. 
3. The reason why suggestions are not accepted 
is explained. 
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K. Service Recognition Awards 
1. After six months of service, the 'Flying Red 
Horse' button is presented. 
2. After five years of service, and at five year 
intervals thereafter, silver, (and later gold) 
pins or watch charms are given. 
3. These pins are al1 .. rays presented by the employee's 
immediate supervisor. 
L. Rest Periods 
1. Rest periods are given in the middle of the 
morning and afternoon. 
2. Smoking is permitted at work in the offices, to 
prevent loss of time by trips to the smoking area. 
M. Publicity-- The Company keeps the public a1-rare of the 
importance of the product. 
N. Safety.-- Employees are shovm, at frequent intervals, 
movies specifically designed to encourage safety 
'\•Ti thin their particular department. 
0. Security.-- Employees are i mpressed '\vi th the fact 
that the Company pays wages higher than or eqtlll 
to those paid for similar positions in other 
businesses. 
P. Retirement Information 
1. The pension is explained to the employee five 
years before his retirement. 
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2. The employee is fully informed about his pension 
one year before his retirement. 
3. Future plans and hobbies are discussed vli th the 
retiring employee. He is told about activities 
of previously retired employees. 
Q. Retirement Festivities 
1. One large banquet is held for all retiring em-
ployees. 
2. This is called the Commencement Dinner. The 
Company impresses all retiring members with the 
fact that they are retiring 1Q private life, and 
not ~ the Company. 
3. Top management officials always attend. 
4. Friends of the retiring employees are invited. 
R. Benefit Programs 
1. An annuity, a pension plan, a life insurance 
policy, and an accidental death policy are pro-
vided by the Company. 
2. These policies are jointly paid for by the 
employee and the Company. 
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VIII. Company: General Electric Company 
Representatives: Mr. Norman Randall, Public Relations 
Director, and 
Place~ 
~: 
Hr. Charles F. Rock, Administrator of 
Communication and Education, Personnel 
Department 
G. E. River vlorks, Lynn, Nassachusetts 
December, 1954 
A. Clubs.-- The Company sponsors glee clubs, fish and 
game clubs, bovrling teams, and the like, \oJ'hen-
ever there is interest in them among employees. 
B. Supervisory Training.-- Foremen are constantly in-
structed in human relations. These courses teach 
foremen how to give orders, talk to subordinates, 
and develop in supervisors a knack for saying 
the right things, and an appreciation for the 
desires of people that are fundamental. 
c. Staff Training 
1. A Vestibule Training Course is given to all new 
employees. 
(a) The course lasts t\•10 weeks. 
(b) Part of the time is devoted to the 
history of the Company and its progress; 
and part of the time is spent training the 
emploJ'-ee for his specific job with the 
Company. 
(c) Flannel boards are used for the presenta-
tion of t his material. 
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D. Policy Dissemination 
1. Each employee is given many handbooks covering 
all phases of Company policy. 
2. The Company sends nevrsletters to the employees r 
homes. 
3. A plant newspaper is given to each employee 
\veekly. 
4. There are several Company magazines distributed 
at various times throughout the year. 
E., ~ Periods 
1. A rest period is given in the middle of the 
morning and afternoon. 
2. Employees may get coffee from vending machines 
located near each work area. 
3. On all jobs where safety permits, workers are 
allowed to smoke. 
F. Suggestion System 
1. Blanks, drop-in boxes, and an investigating 
committee are used. 
2. A'l.·rards are made bi-monthly. 
3. The reasons for unaccepted suggestions are ex-
plained. 
4. Bulletin boards are used to encourage suggestions. 
5. A certificate and a gift are given for accepted 
suggestions. 
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6. Cash awards are made for money-saving suggestions. 
G. Personal Discussions 
1. Supervisors are expected to praise and correct 
employees at any time. 
2. Each person in management meets twice a year 
with his understudies to tell them where they 
stand in the Administration's eyes. 
H. Publicity.-- ttThe importance of the vrorker is strongly 
played up in our advertising. 't!fe use many media-- ' 
newspapers, magazines, and now--T.V." Attention 
vras called to the G.E. slogan used on television, 
nprogress is our most important product. OUr 
people make that progress.n 
I. Service Recognition Awards 
1. The Company sponsors the Quarter-Century Club. 
All members have a record of twenty-five years 
of service. 
2. A festive dinner is held each year for old and 
ne\v members. 
3. Pins and a certificate are presented after 
btenty-five and forty years of service. These 
awards are given by top management officials. 
J. Benefit Program 
1. Pensions and hospitalization benefits are pro-
vided by the Company. 
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2. These benefits are paid for jointly by the 
employee and the Company. 
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IX. Company: Western Electric Company 
Representative_: Mr. Morgan F. Pearsall, Chief of 
Industrial Relations Organization 
Place: Lawrence, Massachusetts 
February, 1955 
A. Benefit Program 
1. Pensions and accident benefits are paid for 
entirely by the Company. The present pension 
set-up has been in effect since 1913. 
2. After two years of service, the dependent bene-
ficiary of an employee is eligible for the em-
ployee's death benefit. 
(a) This benefit is also paid to the de-
pendent beneficiary upon the death of 
a retired employee. 
(b) The amount of this benefit depends upon 
the length of service and/or the length 
of retirement. 
(c) The death benefit is financed entirely 
by the Company. 
B. Written Communications 
1. There is a weekly Division nevrspaper in each 
location of the Company. 
2. There is a bi-monthly Company magazine. These 
periodicals present news and are not customarily 
used for policy dissemination in this Company. 
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3. Newsletters are issued from time to time, but 
not regularly. They are distributed to personnel 
at all Company locations. 
4. Bulletin boards are used for short, important 
messages. 
c. Policy Dissemination· 
1. A form called a 11 pink sheetu is used to distri-
bute new policies and current changes. These new 
policies are discussed at supervisory conferences 
and are posted in departments affected by the 
npink sheets.tt 
2. A form called an ''MDI white sheettt is used to 
disseminate policies to department heads. 
(a) These u,.,rhi te sheetstt explain the material 
\•Thich appears on the npink sheet" in great 
detail. 
(b) The ttrviDI white sheets" are bound in loose-
leaf binders by department heads for per-
manent reference. 
3. The 11 Supervisors' Manual" contains policies pre-
sented in brief form for ready reference. It 
also cites the page and volume of the bound nlviDI 
\vhi te sheetsu 1..vhere detailed information may be 
found on any specific point. 
4. Handbooks regarding various phases of Company 
policy are distributed to employees. 
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D. Suggestion Syst~_ 
1. Blanks are provided as well as an envelope. 
These are addressed to the Employees' SUggestion 
Committee and may be mailed in the intra-Company 
or Federal mail. 
2. An investigating committee, comprised of Company 
engineers and Personnel Department representatives, 
examines each suggestion. 
3. If the suggestion is rejected, the reason is ex-
plained in detail. 
4. Accepted suggestions al,vays receive a cash avrard. 
5. A letter of appreciation is sent to the origina-
tor of accepted suggestions. 
E. Supervisory Training 
1. There is a supervisory training center at Kearny, 
Nevr Jersey. 
2. NevT supervisors are sent to Kearny for the Super-
visor's Indoctrination Course. This Course lasts 
four \'leeks. 
3. Selected veteran supervisors are sent to the 
training center for special courses from time to 
time. 
4. Occasionally training leaders are sent from the 
Kearny center to branch plants to give cov~ses 
to all supervisors. The conference method is 
used at these training courses. 
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5. The emphasis in the Company's training program 
is on human relations. 
6. All training is done on Company time. 
F. Staff Training 
1. Ne1.v employees are given an orientation talk by 
a representative of the P'ersonnel Department. 
2. The person's immediate supervisor acquaints the 
employee with the department, the v.rork area and 
vli th co-workers. 
3. The supervisor is guided in this induction pro-
gram by a Co~pany-prepared list of items to be 
discussed vli th the employee. A list of typical 
items may be found in the Appendix. 
G. ~ Periods 
1. Rest periods are given in the middle of each 
shift. 
2. Refreshments are available. 
H. Open .J22.2l: Policy 
1. In conformity to the principles of good listen-
ing developed from the Hawthorne Experiments, 
supervisors and executives adhere to the Open 
Door Policy. This is done vrith the expectation 
that employees will discuss complaints before 
they result in demoralizing grievances. 
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I. Service_Recognition Awards 
1. After b,w years of service the employee is given 
a booklet -vlith his name printed on the cover. 
This booklet contains an explanation of the 
Company's recognition av1ards program. 
2. A pin is presentedafter five years of service 
and at five year intervals thereafter. 
(a) For each five years of service up to 
tvlenty-five years a star is added to the 
pin. 
(b) On the twenty-fifth anniversary of an 
employee's service, the pin may be 
mounted in a tie clasp for men or in 
a pendant or bracelet for women. 
(c) After thirty years of service a pin with 
one diamond is presented. 
(d) A pin with a larger diamond is presented 
every five years after the thirtieth 
anniversary of service. 
3. A luncheon is tended each employee on his 
twenty-fifth year of service and at five year 
intervals thereafter. 
(a) These luncheons are paid for by the Company. 
(b) Close friends of the employee may be in-
vited. The person's immediate supervisors 
ahrays attend. 
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J. Company Club 
1. Each location of the Company has a club, set up 
according to the Company plan. 
2. The Club is completely financed by the Company. 
3. The Club sponsors recreational events such as 
bridge tournaments, bowling, golf, tennis, base-
ball, and soft ball leagues. 
4. The Club provides an annual outing for employees 
and their families. 
5. The Club also buys blocks of tickets for theatri-
cal and sports events and sells them to employees 
at a lovr rate. 
K. Retirement Preparation 
1. When an employee reaches sixty years of age, the 
immediate supervisor informs the person that he 
is eligible to receive full pension benefits if 
he i.oJ'ishes to retire. 
2. Post retirement plans are discussed. 
3. Shortly before an employee retires, i.vhether it 
is before the mandatory age of sixty-five or not, 
the pension benefits he will receive are dis-
cussed with him by his supervisor. 
L. Retirement Festivities 
1. A luncheon, similar to the service recognition 
luncheons, are tended retiring employees. 
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(a) These festivities are held at a fashionable 
local restaurant. 
(b) Friends of the employee and management 
officials attend. 
(c) The luncheon is paid for by the Company. 
2. The Company presents the employee v·Tith a leather 
-vrallet, personalized 'vi th his name. 
M. Medical Facilities 
1. Nurses are employed on a f ull time basis and 
doctors are employed on a part time basis to 
care for daily ills and accidents of employees. 
N. Personal Discussions.-- Supervisors are instructed 
to praise and correct employees at any time. 
o. Publicity.-- The role of the employee, providing ef-
ficient instruments for public use, is stressed 
through very frequent ads in nationally known 
magazines. 
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5. Summary 
The authors concluded that the intervie1·Ts with the repre-
sentatives of the nine participating companies show that: 
1. The businesses and industries participating in this 
thesis recognize the importance of high morale as a key factor 
in causing high production and continuous service of an excel-
lent quality. 
2. The foundations of morale building described in Chap-
ter II are basically the same as those used by the businesses 
and industries participating in this thesis in their morale 
building program. 
3. There is a high correlation between the techniques for 
morale building described in Chapter III and the techniques 
for morale building used by businesses and industries partici-
pating in this thesis. 
4. There is no significant difference in the morale build-
ing programs of the large scale national organizations and the 
smaller regional organizations 1t.1hich participated in this 
thesis. 
5. All participating representatives stressed the need 
for ·vratching carefully the indices of lovT morale. Remedies 
have more immediate and effective results if they are applied 
as soon as demoralizing symptoms appear. 
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6. All participating representatives stressed the need 
for a personnel department, whose executives have special train-
ing and aptitudes for this work, to design and execute morale 
building programs. 
7. Public utility and communications companies, ~n~ose ser-
vice is indispensable to society, use as a morale building 
technique, the fact that workers in this type of company are 
guaranteed stable employment. 
8. The item referred to in the interview summaries as 
Special Features reveals that companies do try to develop new 
techniques for building morale 1-rithin their organization., 
9. There are certain techniques for building morale vthich 
are used in exactly the same way in all participating companies. 
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CHAPTER V 
Sill111ARY AND C ONC LUSI ONS 
There are, admittedly, many differences bet\veen major 
business enterprises and education. However, these fields of 
endeavor share an important conunon denominator--the role of 
the employee in the production process. Both fields engage 
the services of top administrators who direct the total effort 
of the organization. Both fields engage the services of super-
visors who direct smaller organizational units and who are 
largely responsible for the quality of the vrork produced. 
Both fields engage the services of employees who produce the 
final results. 
Because of this common denominator, the purposes, founda-
tions, and programs developed and used by big business and in-
dustry, presented in this thesis, can have functional value in 
personnel management in education as ·well. This is true be-
cause research has sho1m that human beings can be motivated 
tov:ard greater excellence in production, closer team-vmrk, and 
higher enthusiasm for their work through proper recognition 
of the basic human needs, attitudes, desires, and interests. 
It is the opinion of the authors that the follovring list 
of techniques for harnessing and directing the human elements 
vrithin an organization and for building high morale among em-
ployees can be adapted by educational systems interested in 
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developing modern personnel practices: 
1. Staff orientation programs 
2. Staff supervisory conferences 
3. Staff in-service training programs 
4. Supervisory training programs 
5. Administrative supervisory conferences 
6. Written communication 
(a) Handbooks 
(b) Newsletters 
(c) Newspaper 
(d) Bulletin boards 
(e) Signs 
(f) Supervisory policy manuals 
7. Personal discussions 
(a) Formal 
(b) Informal 
8. Letting each employee know '\vhere he stands 
in the administration's eyes. 
9. Informality 
10. Open Door Policy 
11. '•Operation Shun the Desktt 
12. Suggestion System 
13. Considerate time schedule 
(a) Restful employee lunch period 
(b) Rest periods 
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14. Publicity for morale building 
15. Service recognition awards 
16. Retirement preparation 
17. Retirement festivities 
18. Clearly defined salary policy 
19. Job security offered by the teaching profession 
20. Clearly defined staff promotion criteria 
21. Staff club 
22. Benefit programs 
23. Establishment of a personnel department 
24. Educational refund plan 
25. Clearly defined personnel transfer policy 
26. Provision for advanced notification of 
emergency closing 
27. Temperament test 
28 . Exit i nterview 
Administrators in education, in order to develop modern 
personnel practices must, first, embrace the philosophies and 
psychological findings which are basic to building high morale. 
They must realize that each of the preceding activities and 
techniques is an essential part of the entire program. Al-
though some of the techniques presented in this chapter may 
appear to be used in education today, a total program, similar 
to those of big business and industry, and consciously designed 
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to promote efficiency and high morale must be developed. 
The authors suggest that further research will show hovT 
each activity and technique which has been presented in this 
thesis may be adapted for specific use in education. 
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APPENDIX 
---------------
Gentlemen: 
Letter 1. 
Co. Inc., 
Street, 
Massachusetts. 
74 Saunders Street, 
Lawrence, Massachusetts, 
November 19~. 
We are preparing a study at Boston University on per-
sonnel administration. The purpose of the study is to deter-
mine the personnel practices of big business and industry which 
can be applied to personnel administration in education. 
We would deeply appreciate the opportunity of inter-
viewing one o f the executives of your firm in the New England 
area whom you feel would be of help to us. 
Sincerely yours, 
~7 
Letter 2. 
Dear Sir: 
74 Saunders Street, 
La"t'l!'ence, Massachusetts, 
January 1955. 
We wish to express our sincere appreciation to you and 
the Company for the valuable assistance you have given to us. 
A study of this sort can be practical only if proof of the ac-
tual practice of certain theories of personnel administration 
is offered. 
vie are also deeply grateful for the generous length of 
the intervie'\v and for your patient understanding of the fact 
that the information we were seeking could be gathered only by 
that procedure, as it does not appear catalogued or in books. 
Sincerely yours, 
138 
• 57525 • 57525 Date _______________ l9 
• • My Suggestion ________________________________ __ 
• 
• 
• This Number • 
Corresponds • 
\'lith The One • 
on Your • 
Suggestion • 1tfuat vlill It Accomplish? ___________ _ 
And Identi- • 
fies You As • 
The One vJho • 
Submitted It •• 
* 
KEEP 
THIS 
STUB 
* 
• 
• 
• 
• How Can It Be .Accomplished? __________ _ 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• Use the Back of This 
• Blank if More Space 
• is Needed. 
• Use a Separate Blank 
• for Each Suggestion. 
• 
• Any additional materi- 57525 
• al pertaining to this 
• suggestion and sub- Name _______________ __ 
• mitted separately 
• should bear this sug- Department of 
• gestion number. Field Office 
• 
• 
• 
• 
H. O. Tel. No. ____ _ 
• 
• Date Received ____________________ __ 
• 
• 
• THIS STUB SHOWING YOUR NAME \AJILL BE RETAINED 
• BY THE SUGGESTION SECRETARY 
• 
139 

